Eff8Ctiva Alternatives 10 FO<'mai Dismissal
Formal dism issals ~ teacners represent only a poll"'" of those in stances;n wMich un suitable teachers are rernoved from e"l)loyment. Oth", me ans of lerminatir>g unsu itable teachefs have been dubbed "induced axits" (Bridges, f 9B6) . T~e s e occ ur follow"'g adm inistrative counse lir>g, coe rclOO , ,oorgani-zalio~, reduction-in-Iorce , and eoen promot ion. Teachers ' nduc!l<f' to leave 00 so throug h res>Jnong. re!irir>g, arid lransfea ing in lieu of dism issal. Special constooratlons have I>ee<l offe red teachers who are ~ond uc !l<f' to leave . T h~se include payment tor a period 01 lime t>eyond employment. contract ooy-outs, agreemenlS 10 f>t'0,i~e neutral or posit"e rofCreiOC<lS ( Castallo. f(92) , resig nation , ea rly retirement. tran sfe r, coun· se li ng. coercion, redLl c!LQn-i n·force, reorganizati on, IMOO of ab.er>ee, medical coverage, mmova l of r>egatioe info rmation Irom person n~1 fites. faoorM le references for nOn ·tMching posiiOOS, and sealed personnel fileSIBridoes, 1900). Note Il'iat lhese methods have paraUe ls in F(l(tun e 5OO's largest indus· Irlal corporations (Stoeoo rl Ar.d Schr>oi~eri a u s, 19 (1) Bridges (1986, 1900) found that adm i nistr~tors w e r~ la r mora likely to remove ten ured tcacho~ !hrO ll\l~ inclt.o;ed exjts lha n ~y lorrnal dismissal. This m. Kes it oifficult to assess tf><> pre.aleiOC<ll)/ ;ncompetence among W'cMrs, arid it appears to enhar"ICe the prot>at)i lily lhat un suitatlle teachers will evemualy reappear in Classrooms al:\ewh(, re. Whi le coerdon to ",sig~ oiolalCS" Fifln Amond O'IOrIt proocription against taKing PfOP'l rty wi!Mut due process of law ( John se~, 1 g84 ; Olson, ! 982), Bridges (1900) reports that the ""ccess of h:iuced exit tacti cs o~ri(l S with the personal intlu~""" of the administrator invC>ived.
Ihe do/ll'oo to whidl th .. teach", can t>e pers uad ed or inti m<'-(latoo, and the ";I~r>gr>ess ot a taacher organ izati oo or union to inlervene . Clearly teachers inWced !o leave thei, emp~yme!lt are pe,t of th<> labor f""'" that might t>e coosidered incompe· t~nt. Yet. tf><>y a,e absent from the rolls of those factng form al di smissal actiens.
Because t/1eoretic l<.no'M e6ge was a goal of this study, it was rH>cessary to distinguish between 4nv,"untary separation" (formal clism issal of a tenu red teacher, formal clismissal of a nOn·tenured teache" rIOn·renewal of a probatiooar')' teacher, refu6al to " ward a continuir>g contract, induced exits vis resignation , reti remenl In lieu of non-renewal 0' dism issal, and reduct",,-n-force "' Iioo 0/ non-rGnel'lal (l( dismi ssan and " c<unta ry separati oo-(resignations, rellrernents, and terrn inatio ns rIOt premised 00 a promise or threat from the employer) , SucI1 a di Slir>O\,on would 000", clarify the incidence 0/ actu al rernoval of teachern for perceived cause.
Clearly the availab~ty and elfectiveness of a1te rnali,es to fOllllal dismrssal is an important antecedent to predicting and e>+>ia1rOng the """,be r ot formal di smissals of leact1ers . ThUl;
these alternalIVes to f(l(rnal dismissa l also have theoretic significa nce in expl aini ng and pre dicting the numb er of "dismissed" teachers who reappea r In other classrooms reOOher e mploymem Staws Most sl ates req uire te ac hers to se rve a probat i onar~ per iod betore rltCeiving !enure. In this soul h-easlern state . employment stalUs 's hierarchal cmrm eocing with temporary and rrXlving to probatior-.ary aoo loon ten ured stalus.
It teachers are deemed un suitable whil e on temporary or probatiooary e!T1D"Ymem stalUs. they may t>e dismissed wi tt>out many of the cause or du e process proteclions affo rood t enured teachers, B, hjges ( ! 986 ) noted that uns ui tab le teacMrs who can t>e fired v.;l1Iout cause and/or due process are apt to t>e dismisse d. He reported Ihat ternpora,y stalus teachers accounted for 70 pe rcent of the dism issals in Iwo years though they coostitu led only 7 percent of the Califorrtia teac!Y\g force , Tenure alfords substantia l du e process safeguards 10 teac hers who achieve this employment slatus. Unlike probationary teachers, !enu red teache rs hold a p.roperty interest in continued employment and ema usl ioe procedural reW ire· moots are irrposed upon ad minislrators aod Maras who see k th e teacher's di srn,ssal. Thus, le acher em ployrne nt sl atus see rn s an Imp ortam theoret ic oa rlable in pred icling and exptaining the frequency of teacher dismissal
Difficulty in Documenting Incompetence
Difficu ltie s in documenting in co~teooe are situationa l and acininlstrative. Eva luating incompetem !eac!l ing is fraught with tecivli cal difficulties and uncet1ainties abo ut the practical meaning 0/ efticient. eftective, and adequate teachrlg (Bridges and Gumpo~, 1984: Gala nte, f983: Bridges , !98&: FoKJe "y , 1987) . Further, admin istrators vary in thei r compete . ..,., and w; mngness to undertake the tirn e-consuming and exte nsilre pt'ocess necessaty tor competent evaluation and doc<Jmootation (Johnsoo , 1984; Kelleher, !985: Serxlot. 1984 : Bridges. ! 936 : Claxtoo , 1900 Fourn ier. f 934 ; lieberman , 1972 : LU ly. !988: Beebe, f 985; McG ralM, f993) , Ass..-nir>g that perce ption precedes actoo. thes.e ooservat""" suggest that adt1"Ol)j slralor percept""'s of difficulty in doc-lJtllenti ng poor teacher perfo rma.-.:e arid lheir 0I'.'n compete"", to do S() etrecl ioe ly are impo rlant theo retic antecedents to teacl1e, dis mi ssal, al nw:t-yoo.r kI' probationary I~he" . and invoIunll.ry transle, 10' MrH<lachlng 1>O$I!iOl'l. FoIlow·up ;"q ui,;e. r""eallK! !hat ll>e prxtioo 01 """"""'l8ry traflSlor Ie eo.-en IOOf'8 COIM101'1 IMn IhIl wrillen responses SU99Cstll(J. Thus these (\(Ito nre I,lI"lder-$\8to<l, 110~_, I~d<ooping ralaled 10 s,;ch ~ if m . .... mal or !KIn-niSlent. whe re as records pertaining 10 'o,mal dis'r" .. ..,1 and el'l1)loymerrt Hpar8bOn are recorded In DOatd of eo:tu:;a.lioo minoIes. 01 !tie 12.297 leacher. emplOyed annuall, In dlslricts sa mpled l o r In is si udy, 170 p,obationary , eathe rs and 40 too urea t&acl>ers were in volu nt ar~1 sepafatll(J over a three y(lar period <le ltrMlng tNs slU<ty. Ar1' 1C<"19 ltle InvoIunI8 riiy separated prob&1I0nary te aeners . 8t percenl were remo_ed lor o;tassroom ..compel"""". al'lCl 19 percent were refllOVlI'd tor non-ciass,oom prOblems. a s l\jl\lficanl diffenlnce . In contrasl. only 55 percent 01 the tanu,ed \eattIfIrs were r.""",1K! for ,lassrocrn ~t""ce, 1'oN. 45 ~nt Wef" removBd klr non-classroom ~r ab!ams . T~ese findings corroborate asser· tlon . that clau room iocompele" Ce may be a mo le d.ff!(;uit basis for dismr\l$lng caree, !eac/'ll!<S iharl non,'eac~ing pertor. rn .lI"I(:e problen-..
S~ndents wera asked to identrtv o.peciflc classroom pertormance . nd non-tead>ng performance protllema demo..->-;!fated b~ p ,a!)alionary an~ lenufed learners w" lth led to EduciltJf)1I/fI1 COI1sideralions. Vol. 23 . No, r. FslI 1995 1IIYOiunIa"l seP8'atoon acoons.. The hlghe$! rarDlg dassroam per\ofrMnce prObIen. lor proballr:l1'Wy ~r:::her6 . ....-e f~ur" to mainl8ln dI",,,,lIine. lailure I<> prodJoOe inKlll<la<Vdesi red I8Ilrt'ling 'nults, fa il ure to impart subject matle r e HectiYely , la il ure 10 8C<;\l pt teaching II.tNlC8 Irom superio,'. a f'ld failYre to clemon· stra te mas1ery Of III.tItecI mal1er Tlll'll,lred leochll'JS were JUSl .. like-ty 10 demon$uate these same Clusroom performance problems aIorlV WIth I.ut" 10 UeII! !IIudenIII properly and latl· ure to mau1la", ,Oequale ,ecords and plans. HowevOl". Ihe)I we.e less i k"-y to be ~ for suo;I1 P\!fformancl! !lfOI:J"",", Ttlere were flO slg nificanl cor re lallons between supe''''to n' dQ nt', percept;"" , 01 dj llicu l t~ in doOc umenling classroom ""r' !ormanee probloms S nd t~e a "a rlga ann ual p,opo,lion o f prol);diooary or lenJfIld !eacl>ers wIlD were invoIunlarily _ . "' Ied"'r such probleills.. In ' e\Iotpe1;1. , ,""""u,e 01 pen;eived diltkUly of the task mlghl besl be g,othllf8d fmm 1M ~ ",no a", respoR$il)le dllllCliy !of socft do<ume ntabOn. rather "'an II>e supcrintondent.
S upe ri ntend e nts we re asked ~boo t the ir peree pt;o n, 01 prhclp.al's oom~erJCe in perlorm8r>C6 oounseliJlg. OO!;ument· Ing problems. and lmpIemenbng (lisrrie$al procedu,es Mean responses in(hCaled Iha! supe"nlenclenlS placed print;lpa! oompetence .. ther 81 or above standard In !hese mree tunc· !kns. Ho ..... ~ ... er. rt Is nOl"""",hy that they ranked 32 percent 01 tile pnllC<D<'ls below 518ndaoj Qn these Sl<ills. The .. were no s<g nilicant oor r~ation'l betwee n porceilled p",fo rrnllnce 5, ,11 01 p ri nci pals and lhe a <e rase aMlI8 l prOpM I(>nS 01 probillbt\ary Or len ured leachers iMotunlDflly npa fa te d tor classroom pe~ormance . Superintendents percerved Ihe level 01 po!~JC'1 lnIet19leoc:e ... re~ . ..-.sIHLabie 1wChe,. by board$ oA edUCallOn as Iy'ng between ' aw'opfl~te' Or "mo'e than necessary" le"el$. T~e1 pefc . .... ed Inlcrtg rence by prOfesSIOnal associs -llOOt M "mor(t tha n neCeSs.lf1· a nd ' muc" 100 otlen", T he ntear1 level ot inler!erence by boardS or pro te~1 aSSOO8loons was nol sigrolocpnUy correiaiad 10 1M p,"",rall" a nnual propon"," of proboliona"llNcIlIIJI -..ho wesa lIIVOIuntarily sep· arated. Nor was lhe MNn IeW!I oIlnte<lerence by pml_ 1 asSOClalions "",,"ficaMy correlaled WIllI Ihg a,"",rall" annua' proportion of tfHlu red taacf\eJ$ dismissed. A sq.;ticant 1' 1&98-' tivO oorreiati oo (-445) was obS&Ned betwos n board inlerle r· e r>Ce and tilt! ,e"",.81 01 lenu(lK! leac hers, an ooser...SI;On _ da _ !U"her study.
For Ihe org&nI.Iabonal ""riatIIef, examlltlld. _ were no sogntficant re!8Uons bel . ....... " " inde. 01 district capacoly 10 attract new leacherS (supply) and the a verage annual~. ti(>f1$ 01 pmb.a~OI'Iary M<1 ler-...rlld 1 _ " , ""'0 WIlre iflV(l/"", ta ri l1 s eparate" Nei"'er was Ihe re a lIig nific ant ,e lal;on!ll'lip betw""" a distrlcr, studenl e nrOllm e nt ,ankifljj (<1erll8r.::1) " 00 "Iij,,"e number$ 01 probali ...... ry and t~nured leacher. woo WVf8 involuntarily "","",issed.
T~""' . .... '" no Slgmlicant ..... lIOnfh"' " " " ' -' a county's r.nk on local ft"l)endllure pe' pupil .00 ItM! a ve'198 annual proportions 01 proba~onary ana *,~red lead\ero Wl>o WGte 1rr>00untari iy oop,lllltll(J . And, tt1 e<e we'e 00 .o;ign ilicanl relati",,sh ips belwee n supe M nte ndenft porce ptio ns 01 Ih~ 0061 01 leacl>er <lismisul actions andlhe ,t\ilUIrfI nu~s oA probationaly a nd tenu,lId\6actlers who we .. involuntalily IoGPQr~led. A sma lie, tlla llf,lK! . , a nd om lub· s a mple 0 1 d lstricls (",",16) . was used !of deep." inVfttill;U"'" The proportjOl'l of to<matl y dism,S3ed and non -renaw«f leac!1..-s who .. tum 10 lasen in the p ublic schools 01 111" It at~ ware cumPll rll(J "';Ih tl>e propMi(lf1 01 laac/11l'Js wt.:> 'N018 ",ooooj IQ resign, There were no sig n~ic a nl d ille rence s, How."e" 24 percent 01 Itie laachers "",0 were separated did rllurn 10 le-ach In other (Is-trlclS -.rriIhIn the Slille
The planned posI hoc analytis revuled thai 68.2 P81~ 01 Ihe !e~er' whO regain«! ernploym . .... t attor $~'al lon 91theo-l>ekl oo~iHca.les '" a~ ~r'" 01 "' 9" <!email(! reolaflve 10 5 Litz: Educational Considerations, vol. 23 (1) Full Issue
Published by New Prairie Press, 2017 supply (mall!. socIao.:.. " xceplionaJ ~. Of tore.go 1m· guage), 0/ were mlf\O/lly teacherS. lor whom doom80d rel_ 10 sllP(>ly IS ho'gn a~, Tr>o p'oporMn <'I r9MlpkYylK! le&chers . . . hi gh domar'ld areas Was signifocantly hig her thll O t~ prop;x-Ii"" 01 ree<nplnylld teacl>ers wi\() (li0 "",t meet the aile ri a 01 ni<JI demand, A chi-square analysis indicaled thai lh" proportoOos 01 intOrmlll1y separated twcher1l ~re &ryr,;ficantiy dofle"'" lor problOtiorr8'Y and career teacher AmOng t»e separaled proba-100r1ll1)' leadlers, 46 pe-rcem wore lolOflfllll1y separ~ted Amo<>;I Ihe l enured teac hers who w~r G sepa rate<!, 91 PII roe nl were inl a<m ally separated. 01 the 85 teac~ef' who we,. in_oluntarily seperateO, 25 WOre African-American 3"" 60 __ wMe , The dittefences between pfOPOrtoOrl8 were ~ ... that Amc;,n.-Amencan I _ r s COI'IStrluled 17.7 p&/C&nt or Ihe te"""" POQulaboo IU~, bll1l1CC01Xr!e<llor 21M petcem oIthC>$(l MIPiIrated.
Simila' si gnllk:sr'll oill ereoces pre_~iled 10< gender, Forty.eigh l 01 th Ose oop'lf8ted In the sub$ampla Wi! re female and 37 . .... ere male WI>iIe males oonstituted 19,9 ptlroeni 01 the t9acno' p¢P- .. -atioo in tile IUtII.IIfIllIe. they aocounted lor . 3.6 percent 01 !fIOSt who were rnvotuntarjy _f~1«I Mean years ot teachng expedelll;fl lor Iorrnally NPI'r81O<1 probationa<y and l;I,eer t""""'" were 7. I and 9.5. respec-1 .. 0IIy, '-lean ~r. QI teaclli'>;l e>:pOfience lor informa., sepe-,aled p roba t ionary a n d c ar eer I UC he r s were 9,6 a nd I s'3 re s j)IICI~ While there __ e no sigMica nt d illerenceli in the mean Ve.rs 01 teacNng """""nee tor JomWIy separated probBliona<y 01 _lid teacher-. drilerellCe$ WOfe sigo>ificIont lor 0lI0frmIy _ .. 1«1 probatoonlllY and tenure<! 1_ . . .
Conclusions an d Imp lk:~lion .
Few snrlel t\o_e attem pted to mee.s~ Firl!linr}s hom 1M study <::Or'roborate and ,,>lellO _ a l o~abo"" a'ld 'sse<lioos f'-'POnoct In the admin~ratfvG Iller· el ure. Ten u" i\ppeMJ to M v<l an Imporla nl aM direct .,flu · eoce on aa-ninlstr ali\'e pr"l>""~t~ to dism iss le nuroct te8lCOO($.
These dismssale a'e ,igr>dlcao~y diller""t for male anc:t 1ent81e as well as AI!'rcan-Arneri and ""'119 _ •. Furt/Ie"""'''. .. suggests thai wh at a n acto r does i. in t e nti O" a l , e mph as i zes t he subject iv e mea n ing s att ac hed to situ ati o n s by t he ind ividua l a cto r , a nd requirg, that behavior be exa mi ned \";thin the co ntext of tM actor's oultu<all~ defined situati<m an d networl< 01 social relatklnshOps .... The actor's d. ffni\ion of a situation is a refleclkln of the situatio n's per c~ived characteristics and a reflecti"" of the a ctor'~ inte-ntklns defined a p'"" i by values and be~els . (Sergiova nni , 1992, p, 307) 5ergi\wami provide. a subjectivist perspective in viewing prir>oipa l ieadership as aclrnni strative act""'s ground ed wilhin frameworks 01 values , bel ief systems, and cultural rtOrm systems. Aclions take n depend o n h<lw pri rooipals construct thei r rea liti es, Two p ri ncipa ls cou ld b eg in t en ures in the Sa me school and ma~e rema rl<ably d ifferent decisioos beca use thei r cO<'Ceptual framewor1<s differ: "We see the world nol as it is, but as we are-or , as we a re cond itiooed to see it" (Covey, 1989. p. 28 . origi nal em phases), So good leaders lead out tram their OW " ideas rath er tha n having idNS imposed l1pOn them eithe r by s u pe rord i~aleS o r th rough praseripti.e beh avio rs bas~ on or~a";zat"'na l thooty and a pp lied rCSON dl.
In this article we use the subjectivist perspective in cootood-I"lg that professo rs can help leadership candidafes dev&lnp I!>ei r own -oormative frameworks-(personal cc-nstmclions of values , be'Oefs, 3nd wmmitments at>ou l good teach ing , lea rn ing , and a dm in ist ratio n), Fi rst, we defin e normat ive f ramewo rks a nd 'John L. Keed y, Dep artment of Educat ionat Lead ershi p, Nerth Caro lina State Unive rsity, de$(;.ibe t he ir co mpone nts. Secend, w e provide rationale fo< these normative framewori<s both withi n the nature of p<incipals' wori< &r1d majo< P<>'cy shifts ooou rring in public schoolng, T/"i,d, we describe two teaching strategies professc<s ca n use \0 help leade rsllip candidates oonstruct their own Irame-..ork$, This arti · CIO is written to< pri1cipais , leachers cnnsdering the pr i~lsr<p as a car .... r opti "" , 300 professors in eaooalion adrrinisl ration,
No rmative F. omewori<s f o r Today' s Princ ip als
In defining no,mative frameworks we provde the< r: a l pu rpose, hi oove lopm ent , and c) normative orientation.
The Pvl{XJse 01 Normative Frame work s
T he OUlstand ing principals in ou, natio n's schools, l ike othe r lead ers, do nol ma , e decisioos merely by me re aoci<te nl or oo ly -acco rd ing to the situatioo-, Good pri rd pa ls, inslead, make consistent and predicfable decisio ns grounded in how th ey makti sense of their work a nd how they define relation· s~ips ;o.ith pare nts, teachers, sl udents, a M centra l office a(JrrOn· Istra tors (G re entie ld, 19B7 ; Se rg iova nni, 1991). No rmal ive frarT"lewo r" provi de leaders with across-sit<Jation rationale for daily administrative decisioos and help leaders motivale othc~ "' formulating r>ew polley thi nki ng and changi ng practice
The Dovelopmenf 01 Norm~li ve Fram&works No rrflative framewor);s are the bedrock ..pon I'ofiich effective principals a""lyze circumstances su rround ing siluallOns and 'fram e" infOfmaR~ testable ass umphom at>out the' r practice. Princ ipa ls th en , efl ect on l he co nseq ue ncc" oj th e ir ~ctio n s a nd co ntin ua ll y re-adjust t heir framewo rks witn what works for them (see Argyri s &. Schon, 1974. lo r Ihe interactive re la\loos~i p among circ umsta"""s, assum pl ions, and consequences) . In Fig ure 1 , we proVI de a Ibw chari of tho "personal fheory·buil ding" process A pfi<>::ipal com mitted to e mpowemg t eac~crs dsci<fe s to impleme nt t>Iock sched uling for the next academic yea r, What decisioos will he make in the ir1"lj>lemental ioo process? He may coooder shamg the decis"'n ma~fn g \'Iil h leachers as a pos s~ ble acfion am oog seve ral others. He then compares fh8 ci,cumstances sUJ(o unding this particu lar situation (e, g., available tim e, na tu re 0 1 decision , resou rc es , fa cu lty expe rtise) wit h othe r ci rcumstances unde r w~ic h Sharing deci.ionm a,ing with teachers wo rl<ed: ca n he ma ke tM saroo a sstlll ptioos about h<lw cerla in circumsta nces ar~ li nked to actio ns a nd conse-queI\ces? Would the laachers , for ",stance, be as intrinsically corn milled to this p r~e m a s to previous proble ms? W hat a re l he coosll</uenc ,!S of tl>e deCision, once made? Can he arJjust his ootma live lramework by generalizing acre ss yarious s;tual ions in whkh snar ing dec i sk," m a~i ng with teachers w orks an% r does not wor,?
Fi gu ra 1. Flow cha rts on steps us ed in deve klping oormall ve trameworks,
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Educational Considerations, Vol. 23, No. 1 [1995] , Art. 11 https://newprairiepress.org/edconsiderations/vol23/iss1/11 DOI: 10.4148/0146-9282.1422 ThfINomlatrve OrienM IIC<l ()/ TI>e$<! Frameworll8 T~eae Il8 me wo'kJ a,e -"",mali ... -because tMy e'e balli'O (:.'I p'omot""ll the n~ 01 thei' clients. Ill' &to.Klents and lhereIore COI'Ill"ise lhe hogl>e$l $\aneJio'Os cI the prot_ion (see BeCI< & Mu,ptry. 1994 : Slluratl. 1991 Schon. (1974. p 6) butut" Ihe I'I()fmatM! orrentation '" eouca""" a""""walian: "From !h' ~ v_. my IheO<y 01 ~001 is normariVlllor me. ihal is. ij stSIeS . .. 1\811 Ollghllo 00 ~ I wim to a _ cenain resultS (~sjs addedl" we oow CI8&C<iba !he co mpooe"ts 01 oo rm ati ve Iramewor l<a: a ) pe<1IOn.tl value •. b) bale1s abo<Jt PlCTessional prac-tiC-& aM ~i n-g. and c) intemai zed OOfM1 itme nts .
Per!i-Ollll i VRI~
A. iKl inted ou' by Katz and K~hn {I 966) .• alu es aM beliel ' in OI'",ral PI"";';' elaborate aoo generalized jusllf"",, IiCt'l 'or appJOjl'~l. bel">av"" and lor ac11>'i1Oes and 'un;;lrons cI an 0'118";1111"", ~ 10 normalive f,amewOrkS In school lead .. ship, tIr:rN8_. value. emphasize togtrIy _able per_ lOIlellnribo.llQ &m &d100ts a,e responsrl*. CIVIc: .... ~11!IIO/ 15. Such V\I"-f;II;n!~ 0" I) deeply emt>edOed patllO"'" ,nrt>utes Ie g , I'IoneS/V. Integrity. caring, resp<>R$ibolily, per""", ene., ~ .... ); 2) dasrres Ie g .. career advan(:emem. power. .......,.. ,"J)9CI) ; and 3) poIiIi<:aI and """"" polICy orientalion (e.g .• equrI'f. r:Iemocracy, Q>rT'4)ebtion, pmIes~Ii$rn) .
""" Soliol e WllI1 ln nOtmative ffamewo<'h .ncIuda lanets and C<lrocGpt"" lInti009 aoout redefin t>;j sc/1~, as eqvit1ll:lle. ca, -i~, Md lI ud ent-ce nte,9d Institutions. h ampies ~00e, a) education and sc hool ing (e ,g., the r1Ilad fo' higt>e' acaClem ic stand.l.rds. the ooncept 01 "success for aH : homogenll'OUS or ll&1elQOlll\8O\.lS g ' oo p<r>g Or Iracking. whOle language or basal reacing melhodi, tn e ,oIQs of leactrer$ a. proteSsi(:.'lll9, and SllIder118 as prime 2) shM range plans je,g., reschedulin(J u"" ot th e luoc n room). Commitments otten a 'e Oa$!ld on applied reseafC!l: Class s,ze (FiM & ","cni lles, 1990) , cooperative learnin g jS!a. in. 1987 ), Outcorlle-s-oasec leamr,g (SpQr:fy, 1008). and pr\r1dpalS' instruc-1I0nal leaClersh<p jHf!d (, 199:2) . Applied ,_,Cf! may aCI as 'nggers" In OOfl\'lrrei"ll pr~ tna~ grven 1f1eIr vah>es and beliels. they become corrm"'ed 10 ",lUng partJwla, acticw1s
In sum. r'>O,mallve hamewor1<s are bundles 01 bel,., •• values. aJl!l commllmems p......-KIlng 1) bases 1o, C<lnSOSlem . preclictable a~ 2) leSlabie u""" ... 01 pra~, ana 3) Ihe ~lgn8St Slandaros 01 proleSSlOnai PlactlCe. PrincipalS us .. ", well·lormed OO""ll ivc l rameworks I""d out !,om ideaS end therefore lUI not depend""t 00 mandates from <*'lIra! offloo aaminostralOrs' . Good ~ <10 not make deClsiOl'l$ y,1l1w1 iGeolOglCal .acuuml As Foster (1 986. p 151 <JbsefveI, leader· Ship lies not in 1101 positioo givan , oot ;" the poeiIiOr1 taMn. and I'<tIaT aMtir-.stralOfS CIIO<»e to 00.
EducatIOnal Consid~ratioos, Vol. 23, No. I, Fall rggS Aalionale lor Normative Fremewo,~. : T~. Nature 01 Prin~ip .'s' Wor!< and Majol' Pof lcy Sltl tt.ln U.s. Schooling Gi-, thE> criliciam 1I\aI Iradtlonal fl<b:alioo admonistrallon programs <10 no1 relate 10 tnl -,eel WOlk! 01 prac1ice-(see Gnlliltrs. Stool. & ForsyVt. 1988) . ml development 01 norma-We 1ramewortr;5 can flelP Ilrir'lClpall mel<e __ of 1he mpredictabko and ffagmenllK1 world of lamrnrsuatlOl1. Principals usually "",nd 1he1l trIM in lWO Or th<ee-mrnute face-t<>-lace Inleractions with teachers. parems. $100..,1$, cootral office a""',no,trato",. state 8IId local odUcatiOO1 agency p~n",, '. and community le aders (SIe Matlin & Willower. 1982) .
Invadat>y, di"erenl pe"!ll8 a" ~ng to want contradictory tnings from pr;ncip8t~ In a $Iu dent diKipline . itua~on. Ihe t9aCMf wants !>ad"ng l rom Ih(l printipa.l: ttw sWdenlaoo parent ma~ want the teacher ro prlmandod. Since their work is c hafacte ri zed a. u rlp " drCIDb le . a mb i~uo u~, and hecti c (C rowson & PMer-GeI1rie, 1981 : Pet&rSOl' . 1977 , prlnct.
pals need flOfmStrve fra~s to make rouoo doc&on$ with quockness and corrvicl<Ol1. Second. g,ven I~' menlS "(!own 10-8d>OOll.
"'" building Ioo.dert, principa~ wll need ,"em", bllllllJR'llS as t:>a$l$ lor !JfOUP ditcussiorl wiIh leact>ers. pafenls. corron". nily Ie_rs 9bout 00... 10 r~ ICI'roob 10 me<>! me leam· ing needs oIlhei, atUd&<>IS. Such blueprinlS could i""'ude lmegratron 01 ",,1lo01 a&rYices wiIh pre-scf>OOI. _ I . legal. and l'Iealll1 servoces. " Plincopall lack Irameworks as cons.,;1 . .. , tIMeS lor !heir deciSIons. flOW can Iheor _ _ represenII compellrog, persuas/lle SIanc:es 10 1hOse whom 1118Y claim 10
INd? (s. ... Stril<e. 1993 . lor a oorma". • • con-.s,,"-buil<fong _ ., w11ic11 aI articda\e COOlnllnly m -. ..... Co"""", I'fIhC principles for gcweming lOCal acIIools.)
In sum, ttoa nature 01 prmeopals' wOO< (constant. "npre' r:Ii<:I"""" internctioo with teaCllefS. t Wd ents, ""r..,ts) and t1><l <:IocentrafizatiOO1 in ~ SdlOO ~icy (<< .... ting the need I", p ri n("pa ls to create Ih e" ow n iden lor good schools) hetp ma ' 8 a ca"" lOt 18aClersl1ip Cleve10pmflnt 01 no rmative I'ame-I'IO<i<S in prir.cipa.1 p repa ratioo programs. We lum 10 two teachir'IQ S(rBle ijies useful in Ih e caM id Bte COMtrUClion 01 these ~ow we CIfI&C(be tWo ca . .. metl>od$ u",'ut (_ Dewey, 190811960) uu 0I1h$ CII$e mr!'Ihod e""mphlies .... norrnallve 11iImrt-wort< modal pt$S&nIed in Ngure I In two -)'$ Fn1. POI'tible con~ are "Sled out as -)IS 01 valutrlg possotole 000--" " " " 01 actron.: In eHec1 ... pnnopal ill ""e<Ing ttvougn "",, '5 nOrmal .. r: Iramework -a ct""'s and consequerrce5 hi valuel, Sil¢()nd, Ihis C&S@ method can be U$e<I to he\) caoo:Ifd.t .. become e>¥are 01 t!>elr valu es", school beh"", about """""ina _ .."m"'\l. ",I"". and commilm""lS;
. . [1(13) pro/e!i8ional and poIl\ICIl domands (workplace """"'''')
The POOlcSSOl first ~ an oroanrz8lion theory (e.g. , sodo-polilocal . 5oc,o-",c~nlca '. systemIc school ,elorm) Second, paired-leftdershp can6dBloa _lop -..rIll"" case lormms In whrcl! """"""IS of 1~' preSOt>led meory are used to aM/y2e II pre-assigned caM, /11>\1 tt>"", leach the c asso Third leaolership <:andKlal.S lormu~", I) Whel thl!)' CRch wouk:! Or> to a<Xlfess me <lile"""" pree(l nted at the er<l (It the case, aoo 2) the bases on which th ey woukl m;lku wen a dec"' . ..... (T,", prolessor prepares the first CMO analys i~ arid leae,",s l he dass to model this case melholj c)' (:l~.) O ne casa involves lNOorfIMip cnndl d" tos assum ing roles (e.g" school bM,d merobe" county commi ssi""" r. leacn .. , usociation ,,,,,,esen~atiV<l. SUPennlorw:\enl) , and !!len a",,~z ing the ,de play (a &OIl!lil1lo alloulloCllool clOSingsl '" to which ptayern C3n manipulate 1iOW'9' accordill<) 10 Ih(li, own group needs (a I""", 01 soOo-poIitk;.aIItleory) , The ~ models the grouoding of d\ICi$IQnI on hiI oormallV(O lfamewor1< aM cals on leadershp can<ldates 10 do tho :same l bel ore InltodUClio Ol 01 a naw orgarllzR lion theo ry). stl.lde nts meet in groups to sha re lhe .. Wt it in~s, In this W<ri , tf1e process (It developing roormati>e f,ame\olO<l<s is li'ICI'8r\"1<lntal (trom class to dass) and pee( -c"tiq~ed, Some \eader$lllp candKlatea !\ave dIfficulty in COI'C e p\lJ a~ illng thei, norma~ve f'amew(;O'kl In lllei, ~""I papern. They e>;peel a handout on wtlich lhe 'requl,effillOlS" 10< the 1"IOf1f\alive framsworl<$ are SP8CIIied 01 cau,". no sudl doctimont II><rsls, since norrnMive Irarneworlls require candidate 'elleclive araIys .. 01 per30nal belrefl and
Su mmary 8nd S<Jggl uHon s for Improvlnll Un;v" l$jty P' ''f>&ralion Program. 0.. lirst purp<>S.e was to def,ne I"IOfn\aIMIlrameworlrs; rea-sonat>l)o C<>/>ererrt rr""'''",s of inlem&lil:ed value •• oo ' e!s, a nd commilments providing consrSlency IOf actions ta~en ae ro" 81m ""r situalio r.s. OJ, second pu rpose was to prO'llide rano MK! l or wtly today'5 p rin o'P<'lS r>eed 10 develop ""rmati Ye lramawo ,~. Si nce pr"",rpal w<XI< 16 unp red>::table. IrawneNed , and la sl-paced, these Rd"""is!ralOfS can uN nOlmall11e Ira"...,.,..,(ks as con$iSIe<>t basc s toron-l l, e-&p01 <:leelSion makin g, A,so, given tf1e policy 8Mt 10000rO decemra~zal"'n and sd>ooI-site 8ulonomy. ur'Ile$$ pnnr::rpalS can inte<nalize 800 act on a seI 01 IXoIiefs, >13"-. """ C O _ S o:onstSlenl willi Ihese policy shrtlS. how C8n It>ey teaO school. in IhiS ,estruclUring age1 FilaIIy. we s"ll'J"l'led two w/l)'$ IIW prOIeasors could JocliWe r>OIITI2Ot~ Trameworks m"Sl """ur wilho'l:o SuppOMtve e""i,OI'I' me<lt In whictl ~pde'$hip candidat"" b<.>oome lho meilnlng. mal<An II'Irou\to appkatiorl to leal PI_ms In SChools. PtotJlllm.&Hd L6aI11ing (PBI.) In PSl protenors and students together Identllv an adrnlnlSlrawe problem (e.g .. ,,,",*, press)), Candidatel as&g<1 themselves r~es , imemc ..-va ,ious pti~p9 ls, stu· <I&rll&, pa' ents T or moo-e contoxtual inlormatiO<\, QrId p,oduce lheir own straleg ies TOO-oo.Jing "" Ih Ih e protliem, (S.e a~(jpes a Ha~in ge , [1992) TOO-more WIl7'SliO<\S,) Team members ulti· mateiy will drlle. amo-r.g th..,.." e"" s as to wl\at tr.ey shwld do. IdemilocaliOl'l of • . ..,., d ill. rene." ., 01 OOIlrse, OI'OIJld t>e ir:I&al lOr IrlCo,poralOon mle indIV,dual developmenl 01 normalive IrameworkS Co(}n!IIW~ Clrrndrd&1e. ~n "",m /rom pracII""'II pnnciP811 ... try and hO ... they de~lde 10 make certain deciSions Durirlg weQ · pIarned """"""PS -. articulate principals, carddate. can be9,n dlrvelOpong th";r own Irameworks by contrllSl,ng the" prrq>el$' rea$Otllng wnh toose 04 their """' . WOUld I!ley ~VI'I mede $,milllr decisions under similar circumStances? (S~ Ptw . .. to LeGrand, 19911 Act. 5. Crowson, R I.,  to Ponllf-G'h'~, C, (1981). The urban school pri~"h'p: IVr Orlli'~al""",1 stability rore.
PIannIng_~, 12(1),3Q-56 6 . Dewey, J. (190811960) TIrc/oIy 01 Jha moral tie. New YorI<: Hell. Roneh/lrt, and W1f1SlOf1. Inc. 7 F,nn, J . D . '" A<;:hoIIeS, C . t.4 (1990) G., '" Jung. e (1990) AIlemab"" per · spec1I ..... 01'1 acfn'I ,CSONttn. Theo<y Into PrdC1J<:.e. 29. 144-151 . 20 Peter son . 1(, (1977_78) . Tne proncip al 5 task •.
Mninrsl"''''''''' ,~, 26 (6) A. (1993) . Professiona i sm, derw>eracy, and d i sc u rs iv~ commu n ities : Normative ref lections on restruc1umg. Amelican Educational Research . Ta nner, C,K" Keedy, J.L., & Galis, S . A. (in pr~SSI . Problem· based learning: Retatin g the "real work!'" to principatship preparation. Tile Clt;aring House
Author Notes
T hi s article is based on a p resen!a!ioo de li vered at the Un ivers ity Council for Educationat Admi nistration (Octobe r 19931 by the l irst two authors, Endnotes 1, Effective principals ill fact. may be far less dGpe<1de nt 00 !I>eir cootfat oIhoes the ir "typicar pmc; pals, Keedy (19921 fDUOO that fO!Jr high ly s..xessful high school principals rare ly ment;oned the suppo rt of central office administrators during the e densivG int erv i~ws, Their references to central office admi ni strato rs were as tikely to be negati.e as pos itivo. LOgically. the less depen dent principato are on thoir superio r.' SUw"'! aoo goodwill , the more they can \{lad schools out 01 thei r own fra mework. as bases for doosions,
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Educational Considerations, Vol. 23, No. 1 [1995] , Art. 11 Th e eternal optimist may be the one who believes In a genuine last ing relationship between two academic departments at different universities, The Nrsc purpose 01 !los paper IS 10 idenbIy the prob~ ana opportriie5 01 coIaborabve programs in tighor IlduC:ation.
COLLABORATIVE
The MOOne:! pupose 1$ 10 summari.ze, nat.::.rWly. !he Sial"" at col aDOratiw doctoral progmms in educa!ion~1 .
. lI'aIlOO.
The third PUfl1068 is to dewt>e a wlaDOralivt1 OOClOlal lIfO" !lf8.m !)elWee" two departments 0/ educatO)r1al .dmnls!rallQf1.
A OOIlabOrative doctorallXOQ ram is one that involves fac ully 1,00l tWO or mo re a ut0f\0010Us departments on "Horent cam-pUses rrotually prOYkling access to the t>a rl'lC docl<:<,,1 deg ree. Gru"" (1 972 ) ctaim&d 1~1 cotq,bo'at'or> SU\ll"OglOOns autooomy by avoidi<>g the oreal1hre\l1 d ~1ion
Besides the po»ib .. loss 01 iI!l10n0my, KfeptIfO and BoIce (1973) and Marlin (1961 ) lisl1he ldlowong del .... ""'" 10 cotlabc-"'lion: (a ) the lear or IosI reeourws. (b) pro/I,biti\le _ _ maIong~. (t ) SUPPQM of a weal< P"'9'3"'. (II) lack 01 maan.ngfulrewards for tilcUly, (e) 1nkI' ~$on_ng COISI • • and (f) rrwna1Ching ot men-berst'op and . . -.
Finally. Jot"".Jn (1988) mentions the "slra"""""'" 01 coIabo .. n .... . """'iln Is ~enism . Conaoo<atioo is rrodI &asior """'" dealing with ~'niSllatMllhan WIth acade· mic activiti es. Tho tt-Ord Slrawman Is turl . Turl may be geog raph. lea l areas of a . tat . o r a cla,m to have a respons ibi lity to p rQv;oo a ceria;" prQ9ram to a group 01 stude nts.
Inrerest in Cci!aboratiw
TIle ti""rrial p,Gtll&ms lacing higher eO.Jcalion Mve """" pelted <XJlt"lje and unr.er slly admtnlstral0rs and lacully 10 search t<:< new soIoJ1;ons. The desire 10 expand educ.a1ioMl
OPllOrlunny ... hlle enriching 1118 mHntng 01 higher tearning e>tlMlrillnces for sIldorlIs has also I~ " S<H edlly arod Whitlord's (1988) summaI)' 01 sct>oo:O .... nivtl"'ty ooiaboral!on s"9'9"sts a f'l8Cf!s&a1)' stale beyond recognition .., a "'IrrOI""Oc partnership. Somem ing reserrt>l i"l) a new. organic.
relations.h ip comh ining l eatures 0I1r.e othe r organ isms (i nslitutions) must ,es ultlrom me ootiatJoralion. In elmost evory ""'" cesslul col laborative venture tr.ere haS booIl n a searcll j ", a mission specil'" enough to bind p8 r!ici~nl' in a comm"" The class;c protIIemS of aWeet<ng d'langoo .ro 1tIO uroio:JJe """"Iestations 01 _ po<llllemS are the pr.....ry POfl>05"S 01 thi s paper. The diallengfl ill goMt,"II be)'oflCl simp/)' conducti"'.l old programs better. " i:S Wc. ot lhe Of9X\ooitie. to tl e"te a more efticie nt aCId ellectiV<l prog ram lor W1ool leaOars .
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Litz: Educational Considerations, vol. 23(1) Full Issue HI.tory 01 Collaboration In Higher EduCation DYmg fiows 01 ,alal lvely r.igh st\ldeol en,{)I'menl, COIIM» ra llO n tend s to grow. Two prim ary OOct rln es oj cOllaboration t.>eIWOOl1 tlstilcrlioo">s ~e deve!<lj)e<J i»' PaMI$O<1 (1974) , The first docllYle cla rms ~Ilhe .>Cadoemlo pf'OOl1lm C8tl be lUI>-Slanllaity trrYiched and aOG to !he dnlerslly 01 iIIea$. In practice, -....-, when • comes 10 3Ci1OcIemoc rn;ruOl'S, II>e lacull\l, no mailer"""" rOOicalli>ey may be in soo:laI om! poIilO:..-proteSt tvrn 00110 be conservalNe In pwtectir.g ", hat tMy rt>9ill'd as Iheir _esled In"itul ional InlereSIS. Instltullona l t~rr rt orla i l ly tends to Pf9Vall, rnaI<o'Ig IIIOSe conoemed ~ R'WJO'e """ino;1 10 ""here 10 what PresiOent John Sifber 04 Boo;t(l(I UniYenily cab the "pmciple 04 r~ than 10 the icIea of planned ~ement~rity (Pattel son, 1974, p. 4) Til<! »OOI"Id doctflr"le re lat&s to ecot10rr0c \IIIins . Economic gains ttvouc;lh oolalx>rallor1 tu rn 001 to be a matter 01 shaaow rather than lubstanc,,", 'Itnough the doctrine 01 eCOO1omy seems to have seU~delIt val,,:fty to many observer. The Camegre eonyJ'llSsion l'IOles Ihal a good many 0I1he consortia 9,e pape< arl'8l'lfJOW\ents with i ma relal>Or\Strip 10 imprrwed uti· li~allOn 01 reSOU rCes. Patterson (1974) cood uded t~althe,e was serious rosiSlarlC<l in cotleqes a~d unive rsities 10 any depa!lOre lrom tt>e tradrbonal ~ at indepefl.:lenl <levelopmern at each nstiMJon.
In SUf'l"O'l"lQry, collaborative ~ams in ~'IIher I>ducabon h3ve a ,", xed 'e<:ord. Pres.&rvation " Tho IiJst 6/ud'f ..as a natrona! SlIMly (I/ "l<i6trng o::oIlaboratrve prograrr"l$ " univerS>t>es 11\;11 oner OOClc.-al P<O!11"ms In edu-catIonal admIn ist ratio n. The study ot c(}tlat>o rative docto ral deg ru programs .. (3) Cumrnlly 0< had 00er! involved i'r ptan"""" a co!IaIlonI' live dOC1orat ""gree program n .. Representat"81 Irc.-n eacn 01 ure ~nmems 01 e<lIo:: 8. lional admonistralOon were asked a series 01 QUestlO"" about the collaborative ~rog r a ms . The tirllt re&earch (!\Jnstoon wa$ to ;oonlil y the ptl(~ be<relit$ and Issues th3l lnitla l~d the pl O' I)OISed coIlaborati\19 r:kIgree Il'OgI"Im.
14 Educational Considerations, Vol. 23, No. 1 [1995] , Art. 11 https://newprairiepress.org/edconsiderations/vol23/iss1/11 DOI: 10.4148/0146-9282.1422 iWlefils 01 e.. ~1MI DocIo<I~ Pro>dmily to the IIoclorai program, pa<1icularly lor $lUdents from unojolfeprU<lnted g roups, w81 the pmnary motIVe fOl OOvelOp<ng B ool.1borntive de9r" pt'e>gram. In oneollall 01 tlla cO ll aborat ive prog rams , there 1' 0' 81 no dO<:lora l prog ra m In sc/'HX>f acmirlllljra,Oon in ttle alea t>e/o re me $\8,t 01 t .... co.aborative program
Collegiality was most ohen mentioned as me prmary benefillor lao,"Iy 0Ih ... benelils Of ooIabOnllion incIuoed 0W0lDJnitoes ro be Involved in ,evlewlng and revising programs.
l\aving a wider source of ideaS, aod """"'"'~ 00 cola!:>orative resea rch projeCIi, Faoulty !rem establ iShed <ioctoral programs iOOicaled IMt tPley had roo,e hOgliy ~i!red stUotlents rna' 10 9 appicabon fto" the program """"-T he fourth research quesllon relaltd 10 'he ~h ange process and 0npac1 on !he partiClparllS. Of !he .~ ookl:>offiuve flI'(:9"ams stuclo\Ol;l, live t.rldo'!<WefIl maror changes In !he degree j)"Ogram. ~ on cuffiwlum were undeMI<en In IWO oIlhe 14 program$. F"" dej>amnents lhal had established doctorale prog rarm in dical~ that th e r'l8w collaborative 0e9r" program crealed , BOurn 01 new .Iu;)ents, n u,ll,lrGd stronoer _ bel .. """ facrJry 01 lhe ...... <Iepartmenl$. aod inlrodllCed ideas lor ....,.,.. _ " and program oorrle<rt.
PIanniIlg ~fi8
Th e !'II~ r eso arc~ qu u tl on ,elaled to t he ~p prova l process. The ~labO raliv a doctoral 009ree pr<.>\lr a~ revrewed were ootWt>ef\ two and 18 years Irr exislcrrco. T"elve 01 lh<i .4 Educal,onal CoosJdefaiJonS, Vol. 23 . No. I, Fan 1995 An analySis of the 'escorr&eS !rom laruly in ~ QO~ eflOIU de<nonSl'af8(l • lad< of baIanr;e ~ I~G two Of mole departments 04 tuch in!ang;bfes U poIiticaf ir1fluGnC<l and mot'Y31>:>n 10 <lo .sd1o!arty research aro<:! wrili,,!!, Even ti"lO<J(Jh thiire might haoe been a(Jfeement on !he mlssloo DeonQ more than mere <:<;>IIabaatior\, II'IOl(G was tile &bS.errce oj ~ne collegiality belweerr the 1wO II'Q<.PS of I"",,"y An Eumpl.oI COllabotalion --As an example of co!laboratk>n b<.rtwoon dep8r1mont. 01 ~oClCal;ooal &dninostral ,on, a Ca "" 5'lIdy of ,,"0 department" <::urr"""y involl'ed in sustain,ng a collabDfab . .... dO(:lOral pro. gram fol"'-. Bo4h are pari ot a stille tnYefSiIy S)'~. One d~r!ment IS perf 01 a taM Grant urnverslly of 23,000 studefm. Tho nine merrt>e< depat1merlI 01 educabDflllI .dmlni5lfa· ~Qn al the larld gran! unlversily hall e (eputatlOf'l of tNCIwlg, sdKO ars~. arld serVICe that was &SIato ished "'"eoe pe<ioo of 50 yeaffi
The othe, oepa'\rnetll 01 e;:Iucabonal a<n>nislrat>on, w,t!> SOC """"tiers, Os part of an..ool'l ~ 01 t8.1XiO ,1i.Id8nts. Fto" the pas •• 5 )'Ur" $Omot students In docto<aI progr . .... al III, land To underslarcl 1he develOpment of me ooIa1lOr.' .... doc-""'" degree p«>gfllm. interviews _ ' I hekf wilt> taoAy duecdy invQfYild in , .... pftlnf>ir>;l process FoIfO<M!"l9 is a summary of !he lind ir>gs of IIle f&<:\J lty interviews.
Dis""plive A<prICI$ Eighl cllhe .5 jawlly ~II IfOnt boll> campuses Ie" thal1he land gram . .......erwily wOUld root bene/~ from inVQlvemot'" .. Ih& COfiabon,1ive OOgree prog(;rm because of !he pos-11toe loss of i.udentS. IhG pOlSltoe Increase in dlueflalion attvisng respoollb l,t,es. I"" 10"" 01 ,ewarch '''''G, 8 nd me loss of deparlme!118t autonomy. Ttl/iS8 (esp<l nses wu rn coneist" m wilh the ~t"ratU'G (Jo/vlson, \988. K'ep lin &nd Boice. 1973 : and Mann 1981) rll'gardiny "!uri. IRIS •• and tradilioo'" /n!"'"0'" 01 ",. CoI/a/)OOtb '.., D<lgrH Twel .e oj Ihe .5 faculty mem~rs on both ~empuses oe ...... ed tllet me ccMl1Iborative docIoral p<ogram would prim",-i~ oone!;! stlJ(:len!$ in the matrope,tan a rea of thto Slnl., All 15 lacully rlIIM'llI)ers ir<lical ed tllat the s lal~ of the Oeparlmenr 00 Ih& urban C/lmpu5 wou' " beileIi' Irom approval of II'Ie coItabto"aWl! degree prOposal. A/ilacuity members felt thai ilr,donIs WOUld ben8I~ by ,",rng eKpOsOd to a greate' I"iUITCIef 01 1.ru'Y motmbers WIth difl1l"ng vi""", Ten lacutty membG(f r.dica.ted !nal stud""t' 8r><.f I.cu lly woul d also benefil by al9QCI.01r,,!! periodica l~ with f~1ow stud ents and tacully mumi)erll I(om Ille other camp"'. InlereSlmgly. d<Jril\~ Published by New Prairie Press, 2017 tuture rOdLKiions of faculty Or Support serv;c"S. As One faculty membe r rema rkOd, "Tha biggest g~in may be the contin uoo so..pport of th e ciepartment's bOOget and faculty I nes."
Planning Process
As in most majo r changes, ce rtain ind ivid ualS play key roles in t~e eventual aCCilptaflOll of a new propOsat. Fac ulty members mcated that membo rs of the boo rd of regents, the president's staff. the chancelklrs, and deans, and tha eIlair '" ttJG <lepartment I'oith the establishe<! doctoral pi'O<Jf'lm were the most influential in de~eIop<rog a to ne fo r coll aoo.ral ing pla nning oIlhe propose<! prog ram , From the perspecti~e oflhe chai rs, refl e<;tirog bac~ "" too pla nning process, tt>e most crucia l facto.-\'las tho willi ng ness 01 l he Jaculty to work together. Other si<J nificant reaSOnS were (a) facu lty tUrtlOVer resultin g ill a "critical mass" of 00\'1 facu lty in tlolh depa rtments. (b) reorganization of departm ental structure at lhe land want institution, (c) the decision to expand an existi ng OOctOfal prog ram from one to two sites ",stead 01 creating a new p rogram , atld (d ) Iabe~n 9 tt>e proposal as a "joinl doctoral program" aM cc ntriOOled 10 a swcessful start.
Summary .nd Conc lu sion s
The i terature. results 01 the natlonal study. and inlerv""iS wiln faculty ind icate thai a collabo rative relal ionsh ip between two a::ademio un its in higher educatiOll, is at best, a fragile rela· tion sh ip. When autoocmy and irldependerlCe are hi gh ly valued, IIle odds 0/ a sustained relat"""hip ale constantly challenged.
Btmefits of the Collaborative Program
Provid irlQ a OOcloral proglam wil hin p<oximily to stUde<l1S was the primaly laClor in ap proving coll aborative doctora l deg ree programs in edu catio na l adm lnistratioo. Ta ngenlial to impro.ed student acce.s to a doctoral deg ree program we re benefilS such a co ll abo<alive research , expa nded sou rce of q<Je.lif;d applicM I$. al"ld greaw uti1i>atio n 01 faculty expertise The oene fi t$ of co ll a boration and econo nt y . outl i ned oy Patterson , we re outwe ighed by a comm itment by facu lty to ma~e the CIl llabo,atl.e WOf\<. Results from tile natio na l stuay md<:<>te thot oul of tl)o) 14 programs re.lewed , o nly throo had boon substantblty Changed b~cau se of he ir>g involved in the col laboru ti.a relat ionsh ip. Th is sma ll number supports t he premise that genuine col al>oral k>n is 5ustoin€d ..t1en char>ge W ,es prace in both departm~n t s .
tnitiators of tM Coliaborafive Program
For a cotiabOfalivQ de<)roo program. at least in e<:Iucational adm inistratioo to be SUCNlssful. it had 10 have tM overt support of th e ragents and adm in istrators in the t:>eginr> ng staTs of <:Ie.a/opme<rt. Ev"", with the o~ert ad mi nistrative ~rK! r"9"'nt level support, th e majm facM in sustaining tM collaborative natura 0/ the >,"ogram was the relatively high Ie"'" of t rus1 artd col legiality between the groups 0/ Jacu lty.
Exte rnal fOfcas we re a majo r oontrib utOf to l he initial p ush for tM two facu lty groups to oo<>perate, oot the sustained lev," of tru st among th e faculty was crucial to a lasti ng PfO\l ram. In both the natOnaI arK! CUrl""t exarrples, !he need to offer the 00c' toral program where the students I . .... d and wcrked was the poi . mary factOf fOf the cha"9" in how and where tM coIlal>oratlve doclC<aI degee wood be offered.
Disruptive Aspects
Faculty members i<1lerviewed " both the ""tioml arK! CUrl""t exampfes irxtoate that there was app'ehensm about irlcreased advising atld tra.", alo<>g with a loss 01 <:Iepartmental aUlooomy.
ChafI\}IJ Process fn the nallona! and cu rrent exampm,!here was a CIlnsiste nt theme that b<>Ih depa~monts had somelti ng 10 ga " by working togotM r. Thti i t(1fature imc"tos tM t there must be someth. ". to be gamoW by pa rticipants b o f or~ change can he sustained (Schlochty ar.j 'MliUord t 988). fn this paper, 0<1(l could speculate that the OOpio rtmont with tho estobi shOd doctc-r&! prog ram roee<ied access to rr>J r~ students. The departmont without the doctorate wa nts status and Cfodibifity. TtVs was cle a r~r whan coIaoorativa <:Iegroo P"O' ;l""' ' ' ' were be,....'",," "land gra~" o.nIversi\1O$ in less popu lated rel,jions and ' uroo n" un ive rsities in r'rlIOjOI' populati on centers.
Ti>are W<>I'e a numw et factors thai wa re anticip<ltOO to M major roadblocks: lear of sha m~ govem(l~. SUSpO Ofl 01 facUty ~t" CC" and pr0:7"m quality, less l ima avo ilabie for research and writi rog , and an irmalaro:;a 01 political infloonco and status.
These tactOfS havo noT dew!oped.
R""ommendalicns
The I~erature , !he JifIdirlgs 01 a natiOMI survey of coIlaoora· ti';e programs in erucatmal administratm, an<! a rep::>rl of a ""'.
rent example of !ha de.elopment ot a co ll abo rative degree ..,-ogram result in five reccormanda\ions. There noo<ls 10 be: 1. A goal, miss",", or pu rpose fOf the colfabotation that Os greater l han just a wiRin g""ss to collaborate. 2. A flfldamental change in the programs of both depailnte nls Ihat nta ke. Ihe co ll aborati.e docto ral deg ree ben", than the pl eviously existng doctoral program. 3 . SUppoil for the ooIIaborative degree program during the appfOval p rocess from adm ini stlators aoo govern in g ~~. 4 . Fa::ulty , ,; I ing 10 devole the line arK! efton to become dite\Ot~ inVONed in the proposal ard apprOlial processes. 5 Opeoness and h<.mesly in <:leafing with !he potential)' disruphve or negati.e factors ,nvolved in ch ang ing an estat>lisl1ed doctoral prog ram 6 Disc uss ioo abo ut th e intp liNtio ns for i n d i~idu a l and <leparUnf)l"llal independence arK! aut"""",y .
RelerM ces 1 8(>m l$ , W., Bem e, K., a CMn R. (1005) TI>e plaflfll{)g of CMngc , 4th ed New Yor k· Ho lt , R i n "~a rt a n d Winston.
This study was undeftaken to detefm ine th e impact of rule-making as one of the components of leadership. Too prhdpals in !trrl DOE, a ~ oIl'oOOm jl(wd«t dala 10< this .tOO'{, ha ..... a .sim lar p<oN~, That is. the ~mi""I9l'i majority, pe"""" as ro\Jh as 85 pIlfC'lnt. are deaII\r pQ.ce boond Thol ;,;, ,1llejI h,,,e ~p en t all, or naar1y all. oIlOOW prolessjooal ca . . is clear that boIh the supenntendetlls II<1d II'IfI priOOl"'IS have b<len ~ura!ed into th. &8me prolesslonal 0100 organizational runJl" . Thal l,. they have served ~ I WIlY cemralized 5ystem ";th a s~ong bUtNucratio orientatIOn a system """"e aI of the hnanoe is approprleted dlfect!)' by I state le gif.la1Um from non-proprwty ra. $OUrcetl Ind • prodMljr I\a. been Qutte eoauriog, _ nearly "II of the curr .. nt admlnlMratQfS h.ve been prepared II"orough that mode A third. and QUite ifrW>ortanl tacfor. I>as been the type """ scope of 11>0 stan """"lop"""" lor altnnW3tOl"S. In the Slogle 5laleMde. centralizoo ,;chaol dIstrict. 51a" development has 1 _ 10 be unrlorm in 00<>191'11 a nd delivered on I &t81ewk1e b851 • . The 51a1e bur-.rcracy ha5 gen9lat!)' been the 0flI!II'Ri"ll "II"'"G' lor lIlis training and as such has bHn able to meW>lao"> a un~Ofm lOOe and cont""t to """ ;w;tMiies. TlIue. tile currem ~i.triot sUp"rintendents an o prinOlpals ha ... e all ~Of nea rly all) panidpaled In ttre .... "'" de'i9lopmenlorl actMtles at appr<»:imale!y the .... "'" lime a nd condnio",.
Principals'
The ... naturalistic conuots terri to make lr.i8I1\1t:ty urt\:llJe, PrOblem~ suc h as ~iHerent Oi 5t,iot o'ganl~Qjlon, Iln9~clel 'o~ou 'ces, ~c hQOI cu lture s .• chool boa rd regul~f lons aM philo~oph ie 5 . a nd u n ion . . . or k f ul n thai hav, plQgue~ '~,eard><! .. in olh", Junsd lC1lOns a re fairly we ll contro lled In
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I , "' r~ Uleta difference3 In 100 P'lrooptioos ollr.e sarrp~ 01 principals about the ru le makir>g aspects 01 'eOOil "
,hlp among the S(lv<l n dl5IJ~ 3<J>""intel'de.1t$ in th e ""' " 2. " as OO<"l"<lerate 0I1h8ir subordi">aIes. Nugent (1993) The hypof>eses were l8Sled by !he use 01 g series 01 One·
Way AfoK)VAS ";t~ SeMite IeSts, .. hen .equired, as we. as ~1L1ti"'" RegQ$s<on M8IySI$.
Fi~dinQs
The five 'lIJeslions tMI werg p r~v>ausly """'me ,otod were Icstoo usi rlg a p • < ,().S prob~b i it~. The resu lts 01 . One·Way ANOVA and tile melln SCC<" 01 tile prnc;pals' p~ by dis· 11ICl on !he sWsciIl~ of F\ePfeMnlat"" Rule Admi'>Slfation ar" preseml>d . . T _ t In all OIIler diSIr,C1$ 1h& "",ans lid 001 ddfe' hom ofhefS e""""" 10 metIl was h\tL On !he punosll""",,-cemered. 1 means "*' _ itua U$II 01""'31 e< ~ 10 GnlOJce nJe:s 10 5 which_1'fI1I.
The IIwd quWoOn _ _ t,>led by asking each pri1c(III i<> Ite sample 10 mte lh' leadershp ~ 01 hIs<'her tupemtero3enl use the heculMl Protenlonal Laade"h,p InSlJumenl. The 'esUl6 oI!he AtfflA. and ScheI!oIl<ISI' are I"~ .. T .... 2 
" 19
Litz: Educational Considerations, vol. 23(1) Full Issue 0I1he V8riao1:e (A squared) in leaders""",,,," _6 r .. .. t.o to IhoI$e va,iables. A slOp·wise forward iroctu,""" te<::trique was u$eel 10 del""" .... whidt vari<lNes \vouId e nter the roode! at a Educational Considerations, Vol. 23, No. 1 [1995] , Art. 11 https://newprairiepress.org/edconsiderations/vol23/iss1/11 DOI: 10.4148/0146-9282.1422 I \ I G .... ~n all ()t these C(H>1fOI$ which might reasonably be e . p~ed tQ p<OdUCI a hon>ogeoi.ing 16nooncy . mono the p"rw;.pl" , views 0/\ rule .dmmi$l,aHon amor>g Ihe seven .;101..:1&, tlla1!1iC1 no1 I'I8ppen. In fad the prD::ipaIs In tour ot!hlt diOlricts had IIgr'IItican1Iy diHerent views on how tneor ~ \erd!onlS pe~()m'Ied "'-""" acmnstrati(ln oiJIiN wtOch oould be generalized '0 !he population 01 the prirw;:;p.I • • Fu<lner.
" -. . . _ did f'()I appear 10 be factor 01"'" age. leI 01 yeat'$ 01 e.<perie~ (Ill"" pnncopals """ shared the!! ~ptions. U~ ... t~ lact that tile Apparently leacklr$hip i. 81 least partially ind epenc\er11 01 l ac-tQfS w hic h t'>/Ive generally t>een p~rce<v"", as pow&t1ul det&rm.
M nlS 01 ilIOOe r5hip behavio r in other . too"o.
Is rul. adminl$rralion a maio' asp<lct olln e concept 01 leadership? Apparenlly it is in Ine Hawa ii Depaltment 01 EOJcIIlion. A.o!lro";matllly 30 peuenl "'the va,lIIOCe in 18adef.
ship behavior 5OOr" was accOUnle-d lor by variance in Ihe s.:ores on rule edmlnls1raUon . AI leasl among 1/)1, group 01 """"S1r\l100-., who ar. omploye-d by a h9"'Y bureaucratic "fS' lem. rule Id'nln~1ion is ralated to leadersllrp. and mere are pert*.1!d drhl9l1Ce$ among several "'\he <!istricl~ . University pre paration programs. . must adapt and respond to admi nist rators' needs for a greater range of field expertise. Among these are skills and knowled ge about resource allocatio n at decentralized sites.
PROGRAMS THAT PREPARE PRINCIPALS FOR ALLOCATING RESOURCES ATTHE SCHOOL SITE: Principals and Superintendents Respond
Barbara V. LaCost and Ma rilyn L Grady
Cond itions undc r wh[Ch principals wo rk have chang ed more rapid't than have prcgrams to prCj)<Ora pmc;pals, Cals for revitalizatoo 01 the trao itk>nal OChOOl """""'" b~gan n !he 1930s and have coohnue~ into the 19905. From too general €dooatiooal refc<m effort of tM I%Os (Education Commiss;on 01 too States, 1983; Nat.;.nal 0:>mmistil n 00 Excallan<::il in Eclucation, 1983: carnegie Fa""" on Education and the Ecor>omy, 1936: Holmes Group, 1936), emerg od elforts to red€sign educati ooal admi nistratio n preparation prOg rams, Proposals lor relorms 01 uniliersity preparo tory programs l or principals and other educationalleaders we<e and oontinue to 00 adVanced b}' ed ooatiooal Barbara V. LaCost Is an ass istant prolessor in the Department of Ed ucational Adm ini st ra tion at the University of Nebraska, Lincotn, Nebraska.
Marilyn L. Grady is an associate professor in the Department of EdUcational Administ ra tion at the University of Nebraska, Lincot n, Nebraska.
sc ho tars and org an izat io ns (e .g, Pitn er, 1982; Nati onal As sociation of Secondary Sd-,oot Principa ls, 1985; National Commission 00 ExcellenCe", Ed ucational A~min~t"'tion 1987; T hom pso n 1988: Nat Io nal PO l iCY Boa rd l or Educational Ad m,nistrallO n, 1989 ; T homso n, 1992). Private SlIPP<' rf has been made available to improve prepa ration prog rams; for example, the Danforth Foundatio n launched at I~a" t 18 program development effort. for t(ainir.g and cc rtilymg sct>o:x> pri,," cipals {Twale & Short, 1989). Newly cr~a t~d and r£tooled prepalallOn programs , intelld ed to eq ui p pri nc ipals with tho e'p"r;eoces and knov.1e<Jgc demandOO in thO fietd. are readlng beyond lhe recory:'lized noOO l or reflocliliG practhl (s"rgiovan ni. 1987), and t he inleg ratio n of th eory and practi ce {McCarthy. 1987). university p<eP<' raliOO programs inrent L.pon me~t in g the challenges 01 tt>e 1990s not oriy must susta il1thel< curr~nt preparation efforts t:>uI also "",sf ada pt an~ respond to admIn istrators ' " eeds lor a greater ra nge 01 field eXp€ rtise.
Among these nMds arC 5I<ills and kfIowledqe abolll resoo rce anocati oo at dew nt ",~<ed sites (Thomson, 1992), Thfl Natio na l Goa ls l or Ectucation (W hite Hou se, 1990) created OemandS lor continued relo<m and asked that student ac hie ve ment mat ch int ern oti ona l standards , that schoo ls assume rosponsibitity for gra~uut ing h;gOOr p€fcentages 01 sl ude nts , and that op€ rotiona l strlJGt ures ~e decent ralized, An eftect 01 the cootin ood attention to (eformir.g schoos has been a r~n "wed OOlphasis 00 site·based maMgement and the sub-soqu~~t ca tl lor tMe schoof principal's role to be one 01 increased dynUrr>lsm am interacti oo . Cooper (ciled in Jaoobson and Wentworth , 199Z) suggests that the site-based management program is th e beginnin g 01 a new paradgn, T h~ in1 porta.-.::<l 01 aarnini strator expertise at the slle level is supp:xfed by Odden's (1992) conc lusio n that -, .. acoorn-plisJIing high levels of st<.Qe~t acI1levement, (as ildicaled in 100 nationat goal sj . is qu il1tessentialty a sctoot, not a district, IUrICfion" (pp, 327-328), suppons the cu rrent th rust to in crease princ!pal responsibiOty for al oc:atir.g an d moo itoring resources S\Xlu kj luture l urring programs give greater ~sis to the conc&pt ot schoo -based tun~in g, as is suggested by Odden ( 1~92 ), schoo ls, rath er tlla n diSUicts, woukj become the p(imary reaplent of Ixal, state and federal revenues. He stales,
The nallJral outcome W<) lI kj be the ulti ma!e blJdgetmg 01 such I""", at tile sitc . The octoot woold have the author· i !~ to detel mi ne th e mix 01 prol e.sionals-teachers , admi nistrators, adjunct teache rs, and so en-at t~e schOOl site and to hire, wper.ise, promote, und firG !hem , The scl1001 wo,-,Io have li = 1 and program responsjl)ij ity lor operations, maintenanoo, sWstitutes, i:>ooI<s, materi · als, 'u pp l ies and .tall deve lo pment (Odden, 1992, pp. 333---&5) .
FunOO r support lor co.-.centratin g prepa ratioo on resource all ocation can be to und in the school li nance fr ameworlc oftered ~y Jooes (1985, 26) , w\Xl suggests that the three com · pOnents lor organizir.g the knov.1edge and ski ll base in edl>Oa· fk>""l l inance i~clucle the study Qf alboatioo, distributoo , and ma naQemenll un ct io ns, He emphas i zes, however, thai atthou gO tho fUlletioos may appear !o be distinct topics. that arG, iI1 reality, in -p€<pelual intefactlon." 1 1 sile-based manageme nt is a new parad>gm , and scl100s may become lhe principa t s ites lor all oc atin g and manag ing reso urces , th en developers of prepa ration prog rams must wea .. e the needs exp r~ssOO by 1~~ professionals into resource alkxation models (e.g" Guthrie, Ga rm s (, Pi erce, 1988 : LaCost. Grady, & O'Con ne ll , 1993 , In Ihis article , we report and categorIZe Gxperiences related to reso urce allocatioo that we re repOlte<J ~y supemtende nts and princ;pals as essenl ial to an aooquale and appropriate >"ineiral preparation prog(am.
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Educational Considerations, Vol. 23, No. 1 [1995] , Art. 11 https://newprairiepress.org/edconsiderations/vol23/iss1/11 DOI: 10.4148/0146-9282.1422 Ri/Jaled U16r8lurt/ School base<! bud~l i~g, I~ !Ileory. (') $h<l uld pro_ ide gr.~tGr eHocier'lC)/ ill QIIOClll ir>g reSOUrCes be<:a\ISEI Oooi9>ortS are p l~coxl c~e 10 Ihose who a re at!ecled (Levin, 1987); (0) !hOo..td ir>erG85e IIe>Jbilhy In !he InsmJC1;o.n;.1 program b '.I brOIIGenirlg scl>ooIs' spe<lding ' u1hori!y (Clune & Whi1e, 1966) : and (c) should direc1 acoounlabilll\' 10 IhI school and awa y hom Ihe eenl,.1 admlnlSI ,allon and bOiUd 01 eduea1ion (0"'6Iein, 197.) . Under se/>OOI·bued budgehng. ret.O\>rce alkx:.lIlion IleCisooos are tranlle,,&d bom !he central acmlrOstra· tion 10 the smaller aeeision·,."kln\l are.,,-the school. Thompson. WOOd ano Hor1eyman (199<1) wggesl lhal "labased ~ng .,epresen18 the rrIOSl , -" sophlslbbOn n Iearnir'l91hfoOrf Decause ~ finally 'ecogollzes 1he 1"1)OI1aIICe ot resources at the point ot Ulitution" aod!hat II,. plOCfiS ot ""a·basad matll>jjement requres much 1N"*'9 and !raining b . lIOninostralOfS (P3 14).
au"" and wrul8 (1988) c:ooduded !rom Ih8ir SUO'It9y Ql over 100 schoOl diSlfic:ts lflat in 11>8 c:oote><1 01 sd'oooI-besed rnanag&men. budgetary aecisoOr'lS _e decentralized most readily 101· 
Instrvm<lllt
The ,eSlla..:he ri i:lenlitied 11\8m &elves as po-oIes&O<s " lhe """"ali""a l Qd",m iilraTi oo Clej)Mmenl 01 the S l~l e's land gra nl "'Ora""Ty a n~ re~u ealed lhal respondero!s firal read a lIelinilion Educafional COrtSiOeralions, Vol 23. No. 1. Fall t 995 01 resource allocalioo, and .ecor>d. rospond TO 0 questioo abool lheir p"reepbOO9 01 p rc!», ralOry o. pero ll<lces lor po-fncj· pals. Too deronilion provid&d 10 fflPO!1do nts WIIS: Resource AllocallOn; A p roceSll Th;It focuses on a SlIt 01 resoor=, i.e .• I>urro;)". 1ooK31. rnahi,lalant! p1>ysicaI,!hat can be idenT,fied. 10(:81ed. a lloe at~. assasaed and a djusted to ,uel> tile $.pie~ie outcomes 10 mell Ihe gool$.'mos.slOn ot tho o'l/lInizQ\Jon. Too queSlion """"" at 'espondents was Given me abo\'e definnioo. whal $pecillc P<_"IO'Y ""perie<>ces """'*! be prowled 10, SludenlS 10 1QP3" !hem 1<1 eflect"""Y alloca1a resources as prinQPal$1
ResullS
We IWs1 prOYode a profile 01 the 'e3PO' do! 01$ arid men PfO'
WOe an analysos 01 the responsef P"1IC1pa1s "",re preOOml.
nanlly male (74"") and "I'P"»'onately 42% had 6 Of Ien)'9ll15 '" aaninistl'alM! e"""""""". s;1ioo at Sk illS in p,ePlt,alioro lr3i"'''9, 800 (C) the fOfmal l()f provis,on of Ihe p,eparation t'alning. A b,ea k dow~ 01 r~. by '&SiX" dolo ~ ~. 1IdI:hssr'l9 these lh'" ~'" ""aI dimel'lSions is prOYiOOd in Tabla I . Both p"l'l(:ipats (6 5% ) and supe<lntMdanla (67%) 'ale<· ""oed ",,_ic tootcrrt 0< !<nQoMedgo e'an 01 wtllch pmcipals .tWd be awis&d· So,.peM\ef1deNS (67%) _9 more Indined OI»Slte Oppa'IMmeS (2'9%) and opecriic expenences (22%) in O"lono;t ~m,",sttll &.<pe"'"" across conlenl arUS (e.g., long.range plaMmg. Oe<:ision rKj)Oflsibi lilies. communication s ki lls) whe<eas prir.oip;lis lOOn-lion9d C<:<"I1peler.oies r~nlecl 10 sped":: task' (e g., C11lcu1atr.g, devising. build ing budgets) . In l\1a prllematlon (ormat dI" .. osioo •• no ~nt_t slJW9SIed COUrtel or semioals. eI\IIou!1I two "., endotIoe "dass PfOIOClS" U • pOsstlie formal or eJ<jl&rieroc._ ... pnosenti"U Ihe resultS 0/ our ~ ..... fit$1 ~ \he dlm&nsion Oeli""'ate<l by lhe t"", selS 01 r.uperinlendem and p,lrdP91 cor",rlOlnts, W, tI'letl p",sem ""'9""1 " a"'Ples Irom Ir"re two S<lts 01 respOnd(!nta, For lhe k row~ i)(ISoe 8nd s kills dimenSIOns. comm e nt s Irom both s els 01 rupond e nts are grOUped u nder 1M four $U!>Calegor ies " u1li nod in 
Pn'ncipals
Prlrcipal fIlSj)Of\(lenIS Sjl8tilically racommend(l(j dlscrele oonlOfll abouI convnonty acoepled re""urce .liocalioo areas IUCh as school finance. _gel and \I1e budget process. tn aM""". II>ey _ _ oonler>l r"'luiremems thaI were more broady relaled 10 atl0C8long reso"JC8$ such as pe<SOntH!t ISSUes. political irnpaC1. eo. ....,,,,"!) al"O:l p:ionIies must oe 816lab1ished' Another ~t d'aUenged 11$1() J1!ffl8mlHlr IIIat "(b) tu;IgeoIing COiJiSeS are 0I<ay. but ioc<:w. POIare aIIamale ways 01 ggUing rer;ourcea. Righi now thaI iJ\tOfmll\r()fl is {IiI\hare(I intOflYllllIy a""'"'9 prrncipala,-Se.eral [Omm&nIS 'ellecle~ a real concern lor tt- .. ~uo· ""tllry k"owl ""g~ base 01 th n r'IOYi<;e, or b-eg IM . .... , ",irlcipe.1 For examp le , 008 princip~1 suggested thaI i&sourc~ al O<:Jlion programs faSh .,n conlanl tNiI would a id in redycing -sprongtime stress In al gon with ",e pa'ing tne ·lIrst budget .• I\q)llref\\ly, a1I8aS! one of lhe those pnncipal ..... h ooty a lew y"1f· expen"""" • shit aruOOU$ about knowte<:tge re\a\oo 10 the budg..r1llY p<ocess. A commenl hom a lh'ee·year pmap.,1 15 ...... U81""" ., (10 nOI tle"""ft mos1 prn;;ipats na"e tne fiscal bad<.
!)'O<.l<"Id 10 (\eoelop entire blJdgets lor their lxiiIdi ngs witt>out forma l Irainlng Irom the """trat oIlice stal" Boca use (alte' ll'lree yeara here) ttlis sup""ntMdent d iscu sse<:\ many of \I1e opIrons and lacts coo::1IImrng lila budget I would feet _ oorntort.able ha"';ng rmN q,..r '" sening budgets'- Arrottle' ~lendent dooaroo thaI , ralnoog i~ ~ •. nenslvo :school Irnanoe at the loeat and state 'ever would enoourage and p<omote the princ<pal"l -81locabng . .. i"',ng rMOurces ,.;m.., 
. emphM&s) a !;jven budgeI-AnoIter
SUD8r1n1endenl"s SISIe<lIenIS aupjXl<ted ObIefVallOnS by princi. pals by slating thai "they (prirdpa~) II'lOUICI81leaSl ~ ho..school linllll<Oes WO~-wl\ere r"",,;pts come lrom . " y~ anothe r ca ll ed for ~rI()W l ed\la of t~n "b udg e ting process-SCI100l w,je,'
Perhaps lI1e COfl'(I1ents 01 one supenntencleflj s urrtmIi,g !he e1fP9C\alioros 01 !he ent .. e .... spondenI ~ "There muslbll a lull urrdefstanIIng oj !he enl.-e """rauon oj U ... schoOl . e .g. ftscal. personnel . managerial.
bel<!re inplll can t:.. tougllVgMm lor !he 1""1lI needed in tlllt decisioo PfOCftS WitIllhis kJ'lOW~ fliadily ...:cesdlle 10 thl! ind"(lual, a mora ·OOLX:al9(!" ,upon"" can and wil be provklild,'
Skllts
The sIol~ dmensoon \I de~ned as afliU 01 i,IemonsIral<Id e.f)emse in action thaI are requlled 01 eHe<:l,ye priOCi P8~ _ring \he field. The almension irdudes skills In caJrulal;on, Ippon.onmeN, atlDCaI.,., .nd 
ma n9gement
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Educational Considerations, Vol. 23, No. 1 [1995] , Art. 11 https://newprairiepress.org/edconsiderations/vol23/iss1/11 DOI: 10.4148/0146-9282.1422 , -T .... el~e p"nclpals made lIIlecit;c reeommendauons tor skills aequ, .. uon aod their ,esponses were locused on ~IIS needed in m ... llng spee,l", prOOlems 01 practIce Several ~ed 0l\Il1 and naon'''II 'n WOI'Idng wt'" the bo<Igel aM fiscal n'I&JIa?OIOOnt issues. One po1!1O~1 sugg8S!oo ttlat card· (IB.!es <kIv~op .~ills in ' coop<!lrallve pureM.iog: '"teeWI,,,.
maNg&men,: a nd · calcu l a~c.n skill S U$OOated with !Tinge be . ... tit' ." Anolt"" suggested Th~1 Iraining be oflered to prioo· P.I$ sO tMOT lhe~ mIght be 5 'iII~d In I~" ' sp ring -order ing pr<Xeu." A lew 01 the p,ir>ei pal. dk! r."'lIInlze the ne~d 10 Iln~ rUO\.JQI alk>cahon 10 a dmlnl.1fllU . .. a,e~. o!he, ttla n liseal ....... For 1t"""'PIe. 008 prinapal ~ofiCBU\l ".C(>m. ......-dad Iha1 ~FI1....,;_ng skillsbe 011"""'. lnot-"""""'"'" -wrfieu.
"'m oevel0pm9m skils -One prine<pal ""'1 Iocused on IitcaI ~ dod !;UggOSt !hat _ in -QO<mIiMe building" ~ be an awel. Analhe . prindpallnvol<od " ralional "IlIlfO"Ch by lUggetllng lI1at programs prow1e an ' " >,,rase 'OfCin9 studenll to nsign -alue (empl'las;s in ooglMI) 10 human , liscaI, malflrtal Of p")'lIic,,1 '900"'003. -5vp6<>n/6I1dents S'-'PI!Mtflfldenl$ re p.o<1oo tr.&t prlndpal, enlerng tho Held today shoold be skil$<! "' priontlWg, assess.ing, j"d~ino, and deoslc.,..'1 . ... k1ng ; should be /Id9j)! at a(l'niro!;ler,ng me budget should demonSlrale computer and calculallon compelency, and stlOuid be experts on ~ng . "" . . 
lions.
One SUpenn!8nojenj cullee! lor ..... ,n "human rela_ -(Clalml'lg lhal lhey ~re) very Importanl on de<Mng wi'" stall.
""The .upeu"UtndWI ~I"" 88U,ted lhal skills in mo~iva~iOl'l lechniques and doc<s'on·ma~ing ware Ctlt rcai prepafatory a .pe r i e~ce$ to , all oc" ti ng ,nourcas ettectivo ly. A~otner supennlende nt appealed TO. in teg rated ski ll (\C vOiopm<lnt a<1d requ~&lad lhat pmcip" ls be prepared to mako "ph ilosophical a<1d discretoonary ;....:l<}ments baSed Uil"O" .". '\Ialoo" 0/ a par· locula, s.arvica. or portions If><!'<!oI. ve,sus~, cost" One superinlendenl ,esponded IMI p,lncipals nileoed 1IkI .. WI ""hovv 10 'ind lev. .. . " and in unoe~ndng '"!he 18>..
Pi)* view. Ia. available,. a<"ld !hal I tKldglll """"" 10 b& Fotm~t l er Progra m Provl .lon Both prinCipals an<! s u perin l~ndunt$ were strong advl)o elite, 0)1 e.par.lOl",1 leaming, a~h<>I>gh lOOy ,ocogniZl,d lhe d,Ulcutly in p,ovislon One lymp,lhllfic sup erinl endent ---"Re9oun::es are ""*'ay$ sa"ce end ~ \or !hem is arways I<ean. So IIwe must be _"nee in r~laIionsh" .... 110 IacIJ!y and ot\1er peof)111 01110, school in eslabW>ing !he rrisiilon and pmcIoCe$ oIlne P'OII'en'I to be linanoed .
• !hese a<penenoes are diHicul1 10 ptOYide . .. 1110 Er!ucarional COflsiderarions, Vol, 23. No, I. Falr l g9S ofter P'~ appIie3tlOfl compuler P'OII,ams lor ~e&ping !ride of the budr.Im p<OcOISS " Ano\Iler advocated "courses In plan1 planrung and operllbOfl," . ........ yet _ e r called 00 uS ID oller \he tnKUuonal"9Cl>OOl bullness_· No SUperinlendenl suggast6CI spocffic courses. allhough lh1 ~ wele pewered wit\1 inl",. ....,.,. to o~er experi· 0f\00$ in ~ somewhel Slruc1~ set!11l<J, .,,,,., as a dase. On\! ~teOOent, \or e.ample. 6'W'stocl a "reoouree BllOcation term pro)OCt: SDminars: Ono principalt><;l",,1)' mentioned tMt a sem ina' be o/,ered as a formlll, Commer>!s 'rom oth ... pmclpals ~ .,.,,100 conte01 1M! OS O!wm pre$lII1l00 in a so""n", design. ~ "'lanoo. ooe ~n<:iplll ~ tM! !he preparatoOn Iormet PfI>' vid8 e xperts and provide lor ,,,,,,n input inlO the Ie.,n'ng precess. Stal""",nlS calling lor "(t),me wnh superinl....-.ms e. pIa,n'ng Ihe varicus P<oc.M" (required In a yeIIrj." and """,,"I for "practillClfWJfl ~om toehools of varying S&Ze$ . • as gUGSI spea~e ,s· were rep'as.anlauvft 0 1 semin,r male rial f9QU0!'Sled b)t p~" , No $Uperinlendenl poopoMd a semi.
nar Of semi na, acll"'tioll, Sim ulalion s: Both &up erin t en de nt s and p rin cipa l s r&QUested l hat we ofter rea ll' tlc uperlences to Mpi'in~ pri ncl· pa ls, One pr inc ipal . 1cr Instance. ask ed .ha1 we " invotve IpOlenlial principals)
In Ihe 10lal process. " AnOll\er rlJ1lU&sled !ha! we "give . . nrSI hand experience .,." A 1tI"d suggesled lllal we alrow!or "declsioo-making responsibUI!ie$.
One superin!endeM sugge$led !hal pnncip.!lts needed .,I1tOO$_ probIem-soMng .... ula!l()f\$ in rho 8ma of '""",n;e alloo:::ation." Th" PG'I00 lamenled Ihal "we are be'ng Chal· Ienged to come up wittI I . -solution lnat will MIl l !lie <-.:f and yeI be eve' so COS1 e"ec(~."
AMlher superin1endenl, aTte, pfoposi ng a rOle·p'aying simu lation that mq ul red cIec'$ ion$ about staft expendilures. Inservice. and m"terials aoqUi" tl ons , e'pre,ood sensitivity to II", ploghl 01 the principal: "1 thin!< alloo onen principa~ are .. it \'~Ih 1I1e decision of milking If><! programs Iii ;"10 the bOOgal-rD!~r !Nn plann'ng a program and developing and proposing a budgeT 10 suppO~ IIIe program."
The need for Prlro::'f)als 10 have experience ~ lonIo:.ong lIIe e)(t9mal and inremal erMTOnmenlS ot !he 9ChcQl system wa, e. pressed b)t aootl1.,. supe,in1er1doo1 ....no salol.
"They r>eOO IQ acluaJty be involv9d in a Pf'009S3"';8 iliaclk:um. or das.s ,im ula1i on wIl ere they willlaoo tha i,was both po litically and odu<:"'io nall y i nvotve~ in all 00:::8tlng ''''''' urcas_ 'They need to know how I<l ass-ess curren! , it· uabons. curriculum. program$, extra-cu"icular erc. and base <lecisoons· on lhis process."
On-<!ite 0fIP0(1uIlIbetr. Borh principals and auperinlll'denllr encou.aqeO inc,eased SChOOf'SOIe Opporturtrt,es. Prinopals !ended 10 SGllment lhe~ suggesIoO<1S Irrto pradal and e _IM';' enwI oppom.-oties One pnnopal . for e""",pie. saKI 1fIa1 cancfl. dale1i st.ouId "Serve 00 mate,lel selection COInmotte8S
."
anoIhlr reco<lYnended tI1al A I,ainee <00"", on laoJHy pl."",,..,, commil1 .... s." 3 .... a tt>ord as~eo t hai _ ~nc iLOd Il a O<1e'ye&r inle<r'lShip under an &~ admoni s1 rator,'
A supe rinlelldent!Old uS tMt princ ipa ls ohouId eng./IOO-In lhe allocal ion oT reSOOfCIS to n p/I~ic u l "r organillUoOn" The wperin len~en l we<>t 00 to SUO\lC~! that "an inlemSlllp begrn.
nlng wilh the plann,ng 11ages l er a school year lsu . .. m~r n'IOfIlhs) .. " would give "prospec1Ive prir,cipala 1he ~_ pori_ enee of assessl"ll"'engthS of 1he v~rioos r<lSOUfCGS II t>os (lie) disposal and emplOyIng tflI)S8 streng1hs lor mRJonun uti· hzation and eU_SS " tn "'" same vein. allOlhe, wg . oorrduc:t mu~'-.lVot UNssmenlS 1""1 lr<:I"aes feed· b9d< from 9Cl'root borirrrdrs. 5UP&flnlendenls, prirrcipals. 1eaChers. student$. patents, an(! ccm ...... rty mentlers. 3 . devetop and 'II'Ij)temenl both short-and Iong-I",m e;openent.aJ p<epafabOn eJq)llnences . induding cue itudres, s . ...... la!rons, el<p0sur9 to SOCCMSfut mcrdeIs. pe<ior:ic dnreal o~_tion,. and ptaCIico! in the held. ,. mon,1O< !t.e kno"'9dge and skliis , elaled to Iin~,ng r'<!SOUrteS 10 organiuliooal goals ar>:! 1M""""': 5. Ir nk procuferoorrt and allOCa~on 01 reso urces to Q<la l setting,mj Ion~ range plann irrg, 6. e.par.: ;J budgoti ng ClI rr""lum 10 "'d ude .. reater varialoort in t)'llOl;mj OlrQth ot ~t dewI~mer1t: PtOleS6ional associaliOflS are in t~ pooihon 10 ad\roCrue and dlsNrninale inlo,maliOll abOut IIt.rMI"", slm l""",s in "lIOUr~ a1focal"", and oil<"'''lfl6gement thai wilt encourage an ~ learning environment lot 11U1Ient$. Org;mizationll and lOPP,epriah! ,esources to _ SU\l\lBSliOflS relevant to fflQurce alocauon ,espoos;bi!itres 01 11' 00 s~e_f ;ndU<fe, I a naly2e!he cooeept oj schooI-based Ir.rrdi"l\l and ~s potenbal lor lilt parlrCUlal Slate tIJa1 the department -, 2. encourage and tiIr::aty Il4'POfI .","""""" ar'l(l ell¥)8!i" mel'llatiotl al the "'w _ : 3 expand the use ot al!~ gants; 4. ffleSl'9"I<I me OIlPOrIunrt'C5 to wa,,,,, r~atOlns for spedl ic periO(IS 01 lime fl;ll spoof" site e,..,.."rme ntatkln: 5, collaborate ",rIM unrverlity and loca l district perso nnel in preparaticn arrd <lerllficll!ion issues, local school <i!ltriclS set !he Q'imale Ie." sHe t.oaderl aoo determne the p!'Iramete,a ot the resource albcation PfO (4! i'Ig procedures; 2. determ;ne aM a""",1818 IeYeis 01 suppOrt ' 0<" ,Itemanage"""'t and s~e-bu<lgeti rl<J ; 3. clevelop clea r ir'l(l a, !ic ul ate po licies reg ardin g l uno exc&Ssos that mny C<'X:\O' ICo. , 1009); and S<lItw<ft $YSIO'n$ (Cox. 1989); 7. commit 10 ;"""$1"'11 in tunan caprtal ~ training PIng'''''''' and ~ evaluabon ot staW:
~es Of 0~1io .. , sucto as pri,q."t !I:CIlden'Wes arc:t asse-smool """lent, pr"ovWlo JUIlpOrt to lt1e practllionerl • • re Interested rfI main"' ini"9 qvO I~y, ~m i""ease Ih<r1 r opportOll~i&s to errich thet ba."" .,Rmi"," (N"'SSf', 1992). Sud! a(j&!lcie8 can wltrib<Jte 10 !I"re ~()fIrneI1! of princ;pa'" r"",,"rca allOCation :;kills in II"re 1"IoI..,ng .... ays. I supporl , mon,IOr and ""'inlain contaCl w~h novice princrpals:
2 aalt P'O!7arTrS hi adr:h5s """"""'" issues ir'1llOr1ant to \he begrnrw>g prtr~;
3 separate imming PfQ'T<UTr5 trv the e.-perieoce level 01 m~ par'licrpilf'U;
4 plan and institu!9 QDQPef~!ive programs ",m lJI"MI<s"ty programs, stJ!O OOI'll'!m<:Int eltons ar'l(l prOl esslotlai Ofgarriultionl Summary and Conclu llon TIlII past few yea" have produced a fesearCl\-SUpporled advor:::acy (a) 10' decentraliz." dorr::j""'n-ma~in9 ana \lreater P'i'v:rpaf responsibility IQf .1oc;;I~ng rHi':U"Ces allllt sihlleYel.
(bl lor changes in prepa<atrOn PIOIl'arTIS Ih.ll pmpa<e ttre priJ'O.
pat II'rORl adequ8!e1y. ar'I(l (~) lor cnanlJOS "'*'\I to< IChoo\. based coIabotabOn$ be","" . ....,;...rs" ... ""d 1(-12 wrooII. Thomson (1992) $uggaSts Ihal "a n ew sl arl;O\l point ' I r~ed" In ttre deYelof:rmem Of pr_raoon programs anr:I !!Ia! II 'st>ould beg,n Wllh tha """'" of princIPa ls in contempcwary schoots" (p. 6) . s.ct.::>oI s'te leadlJfs enjoy a proximity and lami 1larlly .... il h current prOC<lues; th<!y r""e iYe suggeSTions ar.:;J comments from teachor5 on the 1'01' 11 tine and from supervisi"," acministralors. Tt.e,e inlor"",ti(rn """rces, wilen SIlare<j wiIh ti'ros.e responsible 10, thij develOpment 01 pOnt:ipal pro_ration PlO\l,am$. plov;de ~u"ent ,nd rel""al'll inlormation lor the preparalion eflotl$ ot the I~ and beyond This 'nqu,ry sor.qrt ~tion5 from o".!lite leaders and 11' _ supann$OrI !hal wr»d Worm and relorm effOrts to pro. .. de eopanr:led and ,nnoYat . . e models lor offering a _edge and act"'" base lot preparing princrpals lor ",source 81tocabOn
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Educational Considerations, Vol. 23, No. 1 [1995] , Art. 11 https://newprairiepress.org/edconsiderations/vol23/iss1/11 DOI: 10.4148/0146-9282.1422 resp<l nsibi 'tieS. We found that respon(!.eS represented a wi<Ie scc.pe af OO!1lcnt a nd skills arld tllat respondents pro,>:jed a broad range of formats f,.-p resenting ar"l(! ex ploring infOlmatkm "ith pot()(llLlI principa ls. The data suppl ied ... tN s study was restricted to the area of reso u rce a llocation expe rien ces fo r aspiri n~ pri nc ipa ls. P"""pal. pefC(livod a need for ooocrete intc:.matiO<1 and eXj}erier.oes that would Ms is1 in add ressing specil ic p robl ems of practic e. Supe rintendents wa nt p ri ncipa ls to reaSOn and to ma ke doc ision s. The sUj}erin tende nts in this stooy oot ooty emphasized the role of experieoce but offere<! exa mples 01 th e type of sell ing that they co nsidered co n duci ,~ to p roviding Pfi,..,ipals with har'lds·o n exp"'iences. T he data support the growing consensus l ilat "otand and OOI iver" prncipat prepara-tiO<1 programs sIlouid he cha l enged if princlpa l$ ar~ to be powerlttl agents In de ',e ring effective and d1alleng.>g progfams to students in pullliC sc hOOls. Fu rthe r resea roh eliN ts should inc lude an asseSSr"T1(l nt 01 the impler"T1(lntati O<1 and e'aluatoo 01 ooordinated PfepilratiO<1 eftMs betwee~ cmiversity preparatkm p rogra ms and p ract>C. 1 exparieoces involving tna school site, 3 11 -336. 8, Holmes Group. (1900) . Tomorrow's teachers: A roper! attM Holmes Group. East Lansflg. MI. Auttor. g, Jo nes . T. H. (1 985) . IntfO<fuction ro schOOlinance;
Teclmique and SOCIal poiicy. New York: Macrn l a n 10. laCost, B,Y , & Grady. M.l, (1992) , A COIllP"rison at r<incipals' percept'ons 01 d"," red and actual participa-M n in th e b ui td ing leve l budge t dec isio n process, Educational Considerations, 20 (11. 24-29. 11. la Co sI. B,Y .• Grady, M.l, & O 'Conne ll . P. (1993) .
Resource allocatioo , Ir1 Scott D. Tho mson (Ed.), Prine;.
Educational Considerations, Vol. 23 . No, I. Fall 1995 pals for ou' changmg sc/)cols: linowledge and Skill base (pp. 13-1 to 13-22) . N" l ional Po licy Board for EdlMltional Adrnirtisl(atoo 12. Levin , H.M, (1987, JLJ ne (pp, 322---343). San FraIOCISCO : Jossey---£ass , 21, Pit'"", N. (1982) . Tlaining 01 1118 school adminiSiratoc A slale of tile ar!. An occaSIOfla l paper from the Ce~ter 10< Ewcahonal PoOcy and Mar"klgemem, Um ersily 0/ Oregotl. Eugene. OR 22 Se'll1(lva nni , T.J. (1987) . Tile p<incipalship: A r8lleclive practice perspective. Newt on . MA ; Atlyn a nd Bacon, Inc. 23. Thompson , D ,C. Wood. R .C .• &. Honeyma n , D.S (1994) , Fiscal Leadership for School" CooceplS and The medica l model of predisposing facto rs and warnin g signs can be applied to ongoing concerns of stu dents who are at risk of failing at school and/or lile.
STUDENTS
AT-RISK: Predisposing Factors, Warning Signs, and Treatment Plans
Dav id L. G r iffin CaflCe r diab/ltes . . heart d ioosS<l We a r .. w'" aware tM t we. can b/l sav"'l" ~y kno;o.i ng the pred i. posinQ f ac to~ ar>d wa rn ll"lQ signs of these d iseases. Wilh curren1 a dvan c~s in medicine. more effective dete<;tfOl"l tecMiql>!lS ar>d treatme nt protoools are b/ling develope d. COfltin ued research p roviOeS t~e ~<.>pe for eve ntua l y effecting t>J r~, T~e medicat model of p reClisposing factors a nd wa rnin g Sl gns ca n 00 applie<J to lhe ",,-gOi ng conce rn of stto.:lefits who are at·risk of faiOng at SC!100 1 awor at I~ .. , Ad m nistrato rs ard teacher. must I)e able to recogn i~o tho predisposing facto~. detect th€ early w~r oing ~i gn •• a nd de.el<lp ' treatme nt" programs a nd st r"tegjes for at · ris~ students ~ they are go ing to S/I. e Our ne<t generation.
Pred isposing Factors
Several characteristics havG boon identified by researchers tM t place students aHi sk fo r drC>PPinll out of school , tn the medicat model, fam ily hIStory of ill ness and lifostyle patte rns (e.g. , diet, " xercise, stress l!l'{$l!i) Wa rni ng Sign s In add iti<Jn to th e factors that ",edispose st udents to ri Sk a re those signs that warn 01 tr(}lJble. The decision to drop oo t of school does ""t ha ppe n ove migN; ratM r. it is a ",OCCSS th at o<xurs over time unti a stude nt soos no att.rnati. e but leaving s-::hooI. Th ese ~ymp t orn~, whic/l may 0< may not bo related to the p red iSpo$ing l acto<s, ca n b~g i n as aMy M the eleme ntary schoo! years, S"""" 01 the wami ng sig ns onclu<:le tho followin-o (see Figure 2 );
Figure 2
Warning Sig ns o f Dropp in g Oul Poor acade mic record Attend anoe p ro blem s
Dislike of school
Pattern of behavior problems Little o r "" panoc'pation in ext ra -oorric ular activiti es Low se lf·este em Dr u gfa lco~ use I>y students Other researchers' ha.e categorized arid prioriti>ed a ~st o! warn "" signs, However, wh at rnay be toost vital is that ed u· cators know these sig ns a nd. once diagnoSing a stu dent as oo ng aHisk , deveiop -treatrne nt" pla rlS !or him or her.
r ",at ment Ptan s Straw gies lor "treat;"g" tt>e a t ·ris~ co""",, rn must ir<; IL.<:Ie a s%tems approach tl>at add resses the entire ra"ll'" of a 8!LKi<3n' t's educationa l experience, Twelve ideas re late<l 10 advocacy, instructi on a l a pp roach es , a nd o rga n izat ion a l leature s of sc~oo l s a re sug geste d for adrni n ist rato rs and te ache rs to corn; idG r. 
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t)eSed programs Such as T eaCl'rer Expectations and Siudeni J.chievemenl (TESA) and Gend",fEthnic Expectation& and SIuCI8nt Acftrevemel"rl (GEM).
Boltr TESA and GEM I'relp Ioachers 10 inI/Ijact equotably witIl studeOli in !he Classroom. Such tor cotlecbng dala on when and ""'V SIUdIrrI$ leave SChOol. a~ well as ways 01 monllOf;"g tl're lnocteoce 01 oarlOUS w amlng 5IQflS. must be developor!d ' .t.ooonllIilhing Illese goals "",y be poss;ble at a variety 01 lowell. For eumple. a Slateo-__ data system could be established to ora-.ide accurlllC informat.,.,
With regard to studenT"s atlOnd&~. admISSIons and dis· m,ssa ls . tr ua ncy an d suspenSions, and oo m pl~uon rales Separatoo oj II'Ifo<rrnrl iOl1 kl th e data syslem by g!Jl1~", lao-9'J'lge proficie rocy . m ll nicil ylfilce, a nd soc io-eoon<>m ic status m>;lht nalp ide ntity pos!oIbIe Irreq ultle. In stUlle nt pi'O<Jfams and """"""'" AI the local lfive l, II se~-st~ could pi'O\iide data on an ir>IIiWlu.a1 diSU;c,'s s~ualion . "task force 01 representatives 01 "'" lotal scl>ool communii)' Is Impor1anr 10 the pro<:<lSs.' For e'a~e, a ~ coot d In $IIIU'1I II "leave 01 absooce" "", ICy 10< sl uclents who 00<ld some trrTl(l Qut Q4" ~ as an all",_ ""tive to dmppi"ll out permanently." A "forg iveness' po licy co,,~ t>e insl~uted 10 I"oeIp &lO>dents woo. neC8IJSe 0/ certall'l f&ClOl$. gal all to a !>ad sian -,:&!,Iomice. I~ bul I"",,,,,,, grearly once "Iroalmems-are Slaned Other examples 01 alter""tiY(l programs and optIOnS InClude malrrng a policy !hal each stu-(lent trero.ne imotved In an eXlra~u"k::utal scnool program Providln!l DPPDflUnilt<!' lor Iul;hers 10 5I&y with 1tre same group 01 at·risk MudenlS CHef bmtl may help 10 <!SIabIiSh $IIIbI9 rel;\uonsh,ps a nd tlu*I bondI; at truat ., Wl1ictrMier "phOn IS considered. ~ is 1111/11 1h81 lhose ~ try Of Involved In the chIIro!I<r become a pan 01 111, _ .. oroo&n-lfom d~_ ~ to ""akIat..., 0I1he program. In a<:kWon. suppon mechanisms (i,a .. a<t"....,SlflUIVi!. NMI'IQ3I) mUS! be in pia<:<! to sustain ttoe Ir\1ervElflliom, 11 . Regulations and 1'f\I(; l1("; 9fl, It i s Cfitlcal 10 exa""ne the reg Ulations and Pfact o:eS that exist In schools. ~ perso".. 001 must begin to idMl 'fy thosG rutes and actiorl$ Ihal may 00 pus hing sl U{jents oul 0< rrnr~1ng dropping o ut I"" o n~ altornalive. CeMinry this i$ II las!< for IndilllOOal eliSI,icl o, yet rC$(larch " UII!I"SIS the need 10 look at !e"e ral b road areas : hoors 0/ """",lion, ctOId care, fa""ty moojity, and cIiIss cre<lit syM"", •. Litz: Educational Considerations, vol. 23(1) Full Issue 12 R6SIl/K:lunng SChools I"eas to< reorgarllzing or rUlructUring scnooIs must be con&rderoo. Some Ilrat89ie.
. dd,e •• the rtduc1 00n at teaching load • . Teachers ..no are ,Ujloosit>k> lor '-lOG rl\Jl"l"ll:>e r. 01 ~..:Ie<11. may frr"ld ~ ;mpoos~ ble 10 do at1ythmg m{)re than p rOC<!ss students th rl)Ugll th e sys· tem . Reducing the teachirlg clem8nds WOuld giV9leacners I"" e 10 prepare. 10 meet ";th students. mentor. and eoactr tllem.
Otllel suategifi deal WIlh divir:1i""9 eUsbng schools inlO Smaller unrt~ or house. to wtorch both Sludents and tUChers are ... ogned I ... several years." Thos /\as me booef~ at leaet>ers ~ncwring students !)eM,. 10I0w"'llilleir pr"llr .... s II\Qn! care· l ul~. tryirlg more e<8ativ. ~tions 10 probl ems. and prcwQng !)tItior partnersl"rlps !)etwoon p~re nt s, COIl"Im uni!i'. and $ChooI. T $IIchers. 1tIen. must be aware 01 lIle lactors that may Pfectspose Slud&n18 10 lai"',e. Bul ttrey must also 00 ever watchlul for Ihe symptoms 01 at . .. i"ness. For ......,. , stud~nts wllO Mve flO ""fam ily hil;tory" 01 at·riskneSI may e"~i b i t warr"lirlg s.grrs 01 d,opp i~g out As with Hl n~ss . the best chance tor s uccess QOmes ""Ill W<1y IntlMlntion. Thus. taaChe", with the suppon at Ill";, adminlSlralOra. n"OJ$I develop "treatment' t*ns 10 best ",",!he needs 011111 io"dviWaI &lUCIen!. And, as in Ill' med-Ical model. 'eSN<dl Os key. ContInued SlOOy in tho erNS ot al· ,OBI< students and drop-<tlll p,wmlion programs PfoW:les P"tope l or eve<>l ua l y hrrding a SOlution.
Condus
Endnotes 28 I Fr,moer. J (1992) Context. 19 ReddiCk, T. L. & Peach , L. E. (1990 at. (1988) . 15 . Sowell. T ( 1993 Educational Consk/efarions 11 is likely thaI the o nly solution to Indiana's equily dilemma is the courts.
SCHOOL FINANCE POLICY AND THE EQUITY DILEMMA IN INDIANA: A Case Analysis
Johnson a"" leIvIen" pKMde a detaOied explanalioo 01
ItKI p<tJper1y tax retorrn era In ~""",, ry , bom 1973----19781he , 1a1e provi600 hn:Is 10 local IChooI& III the torm of a 1\a1 g'anI per Pupol. Schoof oorporatton _ wa, not a consi6e,a noo an6 all oorporatron, 'e<:e,vao Ihe &ame amounl pe' pupil '''9''rdl ..... of rI5 W(lafth 0' level 01 eq>encl""r8S. In 1979 lIIe strue WM ruro'linr;! sI>O<t 01 money 110 ~ atlOwed !he ptOI>erty tax to increase, but sr.btraclOd ,lie PfI)IHIrty tax iru::tNS>e from the amount of the 5tate'8 sha,e , Since 1962 !he legl$lalure has allowoct eJq>endituru 10 incfe.", by _ ~nifo"" per-jl<Jp;1 amoont plus a omai llGfCG<1ti\ge iro;"MO in the gene ra l fund b'-"?IH, as we. as al owlng the propeny lax ,ate to increase by a statuto rily mandalod p~rCGnt Dge, TI'I<l n, In 1986 a -ta rget ~Qua li zatio n lactor-and min imum g uarantee per pup;1 we.e aQOOd 10 the lormula, SIII19 fl.IIldI ng wa, iner&asoo il the corporattoo's e>:perrdtures were below the lafOIIted arnoo.a'll. A grand-lather clauoo II'-"'raolOOd thai !hoM Kt(oOIs aboo<e the largeIM """"""" would not have thei, SI .. e aIocationtr rmluced Whal was !he ellect at ItKI P<0Pe<'tY "'" tree.e and 1000uia r8visions? A previOUS Sludy" • • "m,ned the 1i6Cll1 eqU,ly 01 India",,',; public SChOOl ope''',ng e .penditures 10' Ihe 1972~73 (thtl year beIore!he l"Utl) end !he 198&-86 school year. ThII horizontal equily ntea6U191 """,toyecI were the box- Educational Considerations, Vol. 23, No. 1 [1995] , Art. 11 https://newprairiepress.org/edconsiderations/vol23/iss1/11 DOI: 10.4148/0146-9282.1422 fre eze . Th e increase In tM "'cloo~e inde' oemoMtra'"a ""PI""eme nt on~!or those districts bo&Iow the mWian per pupil expenditure .... ,, 1.
The Current SiluM;"" In t987, in response 10 the Ineqojt-es I~ o.ost bet~ propetty rich and p<operty flOOr school COJ'POfIlDona. II 1)000\tion 01 flOOr SChOOl corporatl0n5 fIle<! ~ lawsu~ Iljainst Ihe stale 01 India"" claiming 11>& CUI''''' system of funding Sd'IOOIs lA'>COI"I$IitUbONI. One 01 the major issues the pIaoN~l~ <;1100 .. the" lIrQument was thai the _ ta. re~ prO(!UCOJOI oiff"r~ revenue in diMerem diStricts , P'opefly POO< distrlclS have 1'IogIIeI1lI' .ales than p<operty I'ich dlstricls, bot genI)J~I. fewer dOIal'$ pel pupil When file property talC leVIes went tmzoon in 1973 some co.por8\101'lS I\ad exlramely nigh talC levie, whIle o\h8J$ wete .e""'~ lOw Those d"'rleU willi the hi\Plr "ltes have a dtsbnCf advantage and are able to genenote mom dol-latS pel pupIl when pe.centaga Inc.easa, .. a p"mltled .
AJIhouo;tI the IiIW$lI~ is -.ow toslOry. ~"more than ti<ely thaI \he Plal"lblf$ wiUlOrmulilla 8"-Lawsu~ ""'en the IeglSla'ure', """SIOf'IS do I'()I prodUOll the .. tended equity OOJIQ:IIn(I,. The 1993 G_flIl Assembly developed a .. ewald tor a~orf' lor-8 thai estatnheS a new fuMIng formula, The "fewarn for elfor\' pr1nc1Jl1e dictateS 1t,",1 al districts lIt~t Iftl)06e Ihe &ame p<OptIrty tax ,,,e WIll heva 1M sama amount of money to ,;per1d pe< pupil . and Ih8t B t1o<1'* IOC8I e~O<I could be used to Il"'"era te add,IIO<\.1 revenuas ' . Tha t&gislature tnteMs to pIla ... \t1e new 10""""'" .., OVOr e SI. -yea. pedod ; nowevlN', the oolails and fund in9 l or Imp1flmf! n l8~Of1 ere O<\ly lig ured out through 1995 Therefgre, In order to elleb li sl1 a s t at i st i~a l oosis to< oompe~&On <)/ eq uity \}alr'lS in t ile lu tul e end ~xamine the ~oo.equencos 01 pre_ioul l&g islatlv e l o'mu la ,e .. isiQ ns, the tQlklwirl<; quosti Of1S are addre$$ed in litis l eseardl:
• What r"WG 00en the CQfI$(I(lIlerv::es 01 p rrlVl O>U~ to.m ula r.vis ion s 11. 0" tar~t eq u " li~ati Of1 factor and m . ... mum g<ia,a ntee) on horl~onte l oqoJ ity.
• What has been tho io"ll,ttJl'm otf&Ct Of me P<O!><"I'I tax tree ze on tota l c urr ont exp end itur es? Has equll~ impfO'>OO or WOf!.G'l1'o?
Tile ~e.1 88CliOO onemplS 10 answer UIIIS.8 ~tiOllS_
The Statu s Of Horl1:onta l Equity In 1II<lla" . In the tolowing anl~";S l1orizontal equrly IS e. plored and facti cat"9O'Y (currGnt, III, lind inr.lruCl>Onal el<P&nditur8$) is addreSS6d wi1'*' the ",",ur....en! HdIOrl. Aiso, relal"'" ligures and I8IlIes "ra coordinaled In trre &arne manner Ran(/fI and R#srrtCled Range The rar"QO and reslricted <ange a.e ..... varioo~ drspersmn me38ures that W\(iC;III!I in CIOII&r value lhe ddtarenee ~n tI>e /lqIeS1 and lowest $pend'ng distnc\8 in the di&trlbutlon 01 per'jl<.lJlil axpenditure$. The range......, aIIlchooI <isllicls in asoend.-og order based on per1lUpot expendilu<es to cak:UIaIe lite doH"OnCO. The re$lriaed range atlemPlS to accoum lor the pos5OlJility of outIiOtS. and theretore. live pe.cenl 01 the IDIaI SI"""" population (A"I)Jage Da~ Attendance) 1$ taken oH the top and botton1 01 the dlStnb.o!oon 10 mal«! the calculation ThII range and ~tricl9d flIngO do no! take on!La~oo into <XIh$dI)J"· Iron, thllfetore 1M Consumor PriefI Index (CPI) is utilized to adjUSl the CUff(lr'll doIa' ~!l"'''' to CCWlStanl dotLars Nsed on the 199\-92 echoot year Figura I pre_ a grljll>rc illustra· tion ot 1ha range and resl~cled fange data lor wal currem e"POOdittns COI1ta lned in TillJja I TM t972-73 and 19&5-36 data ar. Nsed on e pte"""'" stUdy and allow ~ l ong _torm eompa ri son 01 variallo ns '" current upendlturu." Th e rMg e M S I~creased almost 137% mG tg72-73 and ,.nee tt>et\ has remal"l8d l airty sta-I<I, alth~ high ~t ove< 13,400. In co nlrast. the restrk:trxl Edu<:ational Ccnsidflmliorts, Vol. 23, No. t, Fall t 995 --, --.. fang" has i~creasod almo st 239% . inca 19?2-73 end has hovered a round $. 2 .500 since 1985-Il6.
The ran g" and rostri cted range lor 811 upandllyru Ithis incrudes cap/lal outlay enQ d<tbt flervioll ) il alae l ounc:t in Table 2 and ill ustrated i~ Fi(j urG 2 . It is av i de~1 Ihnt when adiusting tor inilat i"" thO diH arance t>ctwee~ h'Q h and lOw spendi.,.. districts, 8. reftocled by th e ra.,.. e a~d reS lri Cl e<l range. have grown 8m" ller over tho pastl hroe year.
Since inst ruction~1 expe"diture. gr.e an ondOCBlion O! a,.lar diilereoces in the amounl ailOClltOlJ 10 i~struttoor\ this er<pendltur€ was ir>ellK\9d., tf1e ...... stiQation ( _ Tallie 3 and 
Figure J)
Olhor l han an incrUge in lhe range Curing lhe 1991)-91 school year. variauons have De. n rrOnrnaI. Howeve<. a r;onge olav" S1.8001111d a resuicted range 01 avef S1.000'" e.:pen<jlures indocat96 OMStderable V&Ioatwn in expendiluras '00' In$l~ ac~s sdIoot distncl$.
Federe, Rang e RaIl e
The federal range ratio is a pOOflI aewral e 'atl\I8 Sla~$Iic IhoBn!he r an~.nd restricted range since ~ is inseolit"'. 10 eQJaI propo~ c:to.lges """ as a result is ,.. inIIa!ion ptOOI measure. In SIIl"ClIe lerms the tedetat range raao d!M!Iops a !lc-Ier which e.ql<eSWS In a standald wtq the ddleronce between tile vam at the 9'S!t1 P'lf"" ntile 10 l~ 'flOIu~ at I!l<! 5th peroe<11ile ,es"icted raf109e dala · · lor 101ai currenl , --. .. 
McLoone loon
The Mcloone tnr;tex is anoTher tll8tl$bcal me;osUfemem that is Inll3tJOn pooot. The Md..oone ind&x .aries _ean lero and one and is tile only IlOfizontal eqo.oly """,sure tltal gers ~rga' as equ. iy increases: hen<:<> . B valo;e of 00<1 is perlee! equily. The purJ)OIIe of the Meloone >Mox "' to meaSIJfe til e degree 01 GqUi!I~1y on~ le>r observal<>>>s below 100 50m per. .9001 , I:ut a droll In 1989-90 and 1090-91 ... !II" .ebOund to .8695 in 1991 -92. AlthOugh t~"'. Mve bIle n some ftVCIU8 ' lio ns, t"" value oil"" ir>de < indIcatu th at there has been $lg. r.IIica nt progless towa rd tQI..Oly lor students in the k>w~r hRlt ~f I ... r:I$lrib ubon sn:e the laruel 1Iq1l8izat;on factor was a\ldt/(l.
The Md..oone IrIIIe>. lor all uxpetldil ...
. (see T/lible 5 end
FIgure SI is the tw,1Ie8I ot a.!he categorIes 0/ e xpenr:Uu",," e ..... fl<KI. However" tho i-de< has I>een on a __ <led . .. $If"O; 41 \he 1989-00 sdlooI yeN. AtltloIJ'j"l a standan1 has nQt ~ soeI va1u9s " the .9 ,al"¢ ~oweve r are more rtta n a:xepta blo .
The Mcloone index fe>r instructional e XfJe nd iture. (_ Table 5 arid Figure 5 ) $hows IMt ~ ... as highest during the 1989-90 school yeIIr (. 9046) . ooclilwlg in 19~1 10 .6846. but rocoverrog in 1991-62 10 .6884 
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Again fo r current e~pend itu res th e data from the Wood , at , al" researc h are in clude d for comparison " The lowest ,aiue {greatest equity) {see Table 6 ar>d Figure 6 ) fDI t1>9 Gino coen>eient was before lhe property tax f ree~e" 1973, Since t~e n it rose dramat ical ly in 1 9S5~B6 to ,OBS , dropped in 1989---90 to .084, rose again to .089 in 1990-9 1 aM 199 1-92.
The Glni coeflicie nt l C<" all expenditures also s/lows some fluctuations (s "e Tab le 6 and Figu re 6) start ing at ,083 in 1989---90, dropping to .081 in 1990-9 1, and thon increasing to ,085 in 199 1-92, Again, add itIOna l fund in g fD/ capital outlay arKI dabt service could accounllD/ sam.-. of fhe flv::tuat"ns, The category of Inst",clion~1 expenditures (800 Table 6 and Figure 6 ) sh<:>i/S me same Gini cootrocient fo r 1989--00 and t 990-91 (,{)85) and then an increase .. oqJity b Hl91---92 when • drc.pped to .0795. lr-.strlJC!ional expenditures is the only a,ea where too Gino coefficie<>1 improv<ld fD/ the !99 1-92 school year. A slanda,d has not been wt to r the Gin; coe1fiO ent, but a value be"w 1 is deSIrable. '" The values fou nd in this researoh then ind"ate thai lhe Gini coeHiciMf is .. a desi rable ra nge . However , ();j,;jen and Picus ca utioo against ma~i ng equity 000clusions based on lhe Gini coeffb ent. T he~ state, "even in a s~s t em witt-. whal most woo.Ad ca l largG differences in expenditures D/ re.enues per pupil, lhe Gin i cooffbent cou ld 00 ,1 or close to zero. A . alue ck)se to "em suggests equality, but the system may. in schoo l financo terms, be qU Ite uneq ual".'" Educational Considerations. VOl. 23, No. I, Fall 1995 Inst .= = = ' 500 roo: Wood. et. al. (1990) ,.- The refore . th<l unu8ua l~ small Gini coeificients found in Ih is research are not necessarily in ir>:1icatioo thai the s~stem 01 fi nancing schools in Indiana is eqUitable ,
